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Preface 



UeiJieriant General Gary Hughey had the dìstinction of being the first Marine Cotps 
general officer assigiied to United States Transportation Command (USTRANSCOM) as 
thc USTRANSCOM Deputy Commander. 

General Hughey served at a momentous tÌTne. During his tenure, the command not only 
planined and executed the deployment and sustainment of forces for the war with Iraq and 
follow-on operaiions (Operation Iraqi Freedom); it a!so received a new mission as 
deployment process owner, which transformed the command from being just Lhe single 
manager for defense transpoitation into the single entity charged with directing the 
executìon of strategic distribution for the Depaiiment of Defense. General Hughey 
discusses thcsc and other topics from his perspective as a kcy mcmber of the 
USTRANSCOM leadership. 

Prior to General Hughey's retirement in January 2005, 1 conducted three hour-long 
interviews with him on 26 October, 2 November, and 9 November 2004. This oral 
history has been crafted from the transcripts of thosc intcrvicws. Thc original recordings 
and verbatim transcripts are available in thc USTRANSCOM Research Center. 

Margaret J. Nigra, historian at USTRANSCOM, transcribed the tapes, ediied the 
manuscript, created and arranged the front and back matter, generated the index, designed 
thc cover, and prepared the fìnal copy for pubhcation. While gratefully acknowledging 
her invaluable and indispensable contributions, I retain soie responsibUity for any errors 
or shortcomings. 



JAYH. SMTTH, Ph.D. 

Director, Research Center 

United States Transportation Command 

Scott Air Forcc Base, Illinois 
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Introductìon 

FirsiMarine Corps General at USTRANSCOM 

Dr. Smith: You are the first Marine Corps flag offlcer and fìrsi Mariric Corps deputy 

commander at USTRANSCOM [United States Transportation Command]. 
How did that come about? 

Gen Hnghey: That was ìnteresting. 1 was in Korea minding my own business on an 

exercise in 2001 . I was talking with Jcrry Humble [Marine Corps Major 
General Jerry D., Comraander, US Marine Corps Forces Korea and 
Assistant Chief of Staff for Plans, Policy, and Strategy, Unitcd Nations 
Command and Republic of Korca/US Combined Forces Coraniand, and 
United States Forces Korea, 1998 to 2001], and he indicated to rae that I 
was being nominated for a deputy CINC [commander in chief] job, 1 had 
heard nothing about it, .so when 1 got back to Japan where I was the 
Dcputy Commander, US Forces Japan, l called Headquaners Marinc 
Coi-ps and asked "What's going on?" And they saìd, 'The Marine Corps 
is going to nommate a flag officer to sen'e as the deputy corabatant 
commander at USTRANSCOM, and it's a logiscics assignraent" 
Lieutenant General [Gary S.] McKissock, who was our depuly 
commandant for insiallations and logistics [(I<&;L), September 1999 to 
September 2002], had indicaied that he wanted me nominated for that 
position. That was a good thing for me, and 1 think a good choice on the 
part of General McKissock. 

There were two of us who were logisticians at the tw o-star rank at that 
tirae, and both of us were probably vying for the deputy cammandant for 
I&L position, The odds on favorite was Rick Keily [Marine Corps Major 
General Richard L., I&L. September 2002 to September 2005], and that 
was rightfully so, bccause he had spent a lot of time at Headquarters 
Marine Coips, knew what they were domg, and knew-- where thc Marine 
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Coips was going in logistics. On the other hand, I had been in joint 
assignnQents or in OMnawa, ont there on ihe edge of the empire, and had 
not been involved in the efforts within the Marine Corps to improve our 
logistics processes. Rick Kehy was more infonned on that, and he neally 
was the right choice, Quite frankly, they were- looking for a job for me, 

The TRANSCOM job didn't pan out because General Brown [Army 
LieutenanÈ General Daniel G., DepuLy Commander, USTRANSCOM, 
October 1999 to September 2002] did not rctire that year. He stayed 
another year, So I remained at US Forces Japan for my second year. 
which 1 should have been doing. It was also a very good decision becatise 
of what we were working on at the time, and what we managed to get 
accomplished in the second year 1 was out there. 

Our Commandant, General Jones [Marine Coips General James L., 
Commandant of the Marine Corps, July 1999 to January 2003], had a 
rather novel idea in the assignment of general officers, and that was to ask 
us what we would lìke to do, [Laughter] We corresponded wlth him 
individually at the beginning of each year. I indicated that since the intent 
had been to nominate me the year before for the TRANSCOM position, 
they do the same in 2002, since that year it would be vacated. And he did 
that. In Februar\' of 20O2 1 came to TRAKSCGM to interview for the job, 
and the rest is history. 

Dr. Smith: In what ways do you think your career prepared you for this? 

GenHughey: The Marine Corps doesn't have a component in TRANSCOM, Our 

transportation within the Marine Corps is all at the tactical level. We do 
tiucks, and that's about it, But we'rc a big customer of TRANSCOM' >j. I 
think that, more than anything else, prepared me for the TRANSCOM 
deputy job, bccause I was looking ai everything from a customer^s 
perspective, I know what it's ìike to stand out there on the tarmac in the 
rain waiting for a C-5A that doesn't show up. I know what it's like to 
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wonder where my shipment is, to know that it's supposed to be coming 
but have no clue as to when it's going to arrive. I've beeri a logi&tician iti 
the Marine Corps my entire career, so thai logistics background and that 
customer perspectìve were the main skills that I brought to the position, 
thc bcst experience for the tradmonal TRANSCOM role. 

But General Handy [Air Force Gcneral John W., Commander, 
USTRANSCOM, November 2001 lo September 2005] was changmg the 
traditional role of TRANSCOM, He was looking al the comraand as a 
suppJy chain manager, a distribution process owner. TRANSCOM was 
steppitig into a new rcalm. And because my background was supply chain 
management, I think that was another reason that I was a good fit. 1 think 
that had a iot to do with why he selected me. 

Dr. Smith; What does it mean to the Marine Corps and to TRANSCOM thal you're 

the fìrst Marine Corps flag officer, first Marine Corps dcputy commander? 

GenHughey: It says a loi about the Marine Corps iogistics community more than 

anything eise, The Corps is a relacively small Service compared to the 
Army, the Air Force. and the Navy. Whcn I came into the Marine Corps I 
don't kriow that we had any two-star logisticians. I was fortunate Eo be at 
Headquaiters Marine Corps when we made the first three-star. This is the 
first time in our history that we've had two three-star logisticians serving 
on active duty at the same time in the Marìne Corps. It's a recognition 
that the logistics comraunity within the Marine Corps has grown in stature 
and a recognition of our logistics capability in the joint world. The Marine 
Corps is looked upon vei^ favorably by combatant commanders, because 
we have a logistics system that fits our expeditionary culture. 

Dr. Sraith: What has being the first Manne Corps flag officer at TRANSCOM meant 

to you on a personal level? 
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Ifs something that personaUy Vm proud of and very pleased with, 
obviously. And Vm very thankful to be in this posiÈion at this particular 
time. I am an operationaJly oricnted individual. Fin not particularly fond 
of doing thc policy business that you find in Washington [District of 
Columbia (DC)] and around Headquarters Marìne Cof^s. Quite frankly, 
I've avoided thaL Tve spent 35 years in the Marine Coips, and Tve done 
three years in Washington, so Tve been pretty successful about stayi ng in 
the realm that Tm most comfortable with, and where I feel I'm most 
useful, which is the operational realm. 

Do you think that having a Marine Corps general officer at your level as 
the deputy commander has given some new importance to TRANSCOM 
as a place for Maiines to come and do service? 

There is no lack of requirements or desire on the part of the joint 
community to have Marines on the staff. Everyone wants more Marincs. 
There arcn't enough of us to go around. That's primarìly why we went 
from 69 generals in 1997 to 80, because there just weren't enough to fiU 
all the joint billet requirements. I donì think TRANSCOM is any 
esception. Agam, I'm the first Marinc Corps general officer ever to be 
assigned to TRANSCOM, but there arc plenty of Marine Corps general 
officers out there serving in the joint community. I don't think that 
coming to TRANSCOM added anything to the statnre of the Marine 
Corps, or that it was something the Marine Coips did to gain any kind of 
advantage. 

What's the value added of having a Marine Coips deputy commander? 
The value added to TRANSCOM or to the Mariite Coips? 
Either one. 

I think what General Handy liked about me was that I dìdn*t come from a 
transportation background, and I didn't come here with an agenda, I had 



no agenda, I brought a customer's perspective from 33 years of an 
expeditionary culture, a deployment culture, at a time wl:ien this country 
was in the procesis of one of the most significant deployments^ si nce 
Operation Desert Shield. This global war on terrorism has required a 
focus on deployment, sustamment, and the movement of forces, 
equìpmenL, and supplies. The real value of a Marine in this position at this 
time is that we were brought up as Majines in a deployment culture, an 
expeditionary environment, so it something that we understand atid are 
very comfortable with. That ex.perience has enabled TRANSCOM to help 
the other Services make their deployments easier than they otherwise 
would have becn. 

Dr. Smith: Can you think of any specific examples vvhere it has helped? 

Gen Hughey: I recall when I first got here, TRANSCOM was sending out a lot of teams 

to the Ser^ìces, whether it be at the IvEF [Marine Expeditionary ForceJ,^ 
divisìon, or corps leveL to help them plan how they were goìng to deploy. 
Deployment is an every day occurrence in thc Marine Corps. We do it so 
much that we're comfortable with it, but having haisons m place made the 
planning execution go more smoothjy, That was one of the early things 
u'e did, sending out these tearas to the various bases and stations, forts and 
caraps around the continental United States to ensure that peopJe "got out 
ofDodge." 

DnSmith: Do you think having a Marìne general offìcer at your ievel hclped 

TRANSCOM's relationship with the Maiines as customers? 



' The deployment for Operation Iraqi Frcedom (OIF) began in the fall of 2002. The operatìon, the war ttì rcmove 
Saddarn Hussein as thc niler of Iraq. commenccd on 19 March 2003, and major hostilities ende<3 i May 2003. The 
Uniied States continued n> rotale considerable forces into and out of Iraq and ncighboring areai approjcimately every 
twfilve months- 

^ The Marinc EKpeditiotiajry Forcc is the Eargest Marine air-ground task force (MAGTF) and ihe principal Matine 
Corps cornbat organization, particukrly for larger crises or contingencies. It is organized around a permanent 
command eiement and normaily contains one or more Marine divi&itìn.'i, aircraft wings, and force scrvice support 
groupiì. 
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Gen Hughey: To some degree, but as I said before, I am not hene to protect the iiiierests 

of the Marine Corps or to look out for the Marine Corps. I'm here to look 
out for TRANSCOM and the combatam commanders. Whatever the 
combatant commanders need or want, that's our primary focus, Having 
me here as a Marine didn't do the Marine Corps any more good Ihan it did 
the Anny. That's the way you have to look at it. This idea that you're 
going out there on joint duty to look out for the interests of your Service is 
wrong. That is absoiutely wrong. The Department of Defensc [DODj is 
emphasizing jomt commands. We are all supposed to be supporting the 
combatant commanders, the warfighters. They set the prioritieSs and 
TRANSCOM needs to make sure that sve are famihar with thcir piiorities, 
very knowledgeable about thcir priorities, and that w^e're executing them. 
Service priorities are secondary to the combatant commander. 

The Marinc Corps has a reputation here at TRANSCOM as being the 
easiest force to move. They do their pìanuing. They're ready when 
they're supposed to be ready, and they move out smartly. Marines know 
how to load ships and airplanes, They come from this depJoyment culture. 
They're expeditionary in the truest sense of the word. 1 don't think that 
my presence has enhanced the Marine Corps' reputation, but it probably 
made it a little easier for Buck Bcdard [Marine Corps Lieuienant General 
Emil R., Deputy Commandant for Plans, Policies, and Opcrations, 
Headquarters Unitcd States Marirìe Corps, July 2000 to November 2003] 
to pick up the phone when there wa^ confusion or a problem and call me. 
I think he probably felt nearly as comfortable calling General Brown when 
he was here. 

Dr, Smìth: You mentioned you had joint experience as welL 

Gen Hughey: I've had a lot of joint cxperìence. I started out working for DLA [Defense 

Logistics Agency] back in the l9S0s. Did a tour with NATO [North 
Atlantic Treaty Organizaiion] in the I990s. In the late 1990s I did a tour 
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with US Forces Japan as the deputy commander, I worked for two very 
fine Air Force generals. Quite frankly, they had something to do with me 
landing this job, because I know thcy called General Handy and 
recommended me. The joint arena ìs something I'm familiar with^ 
something rra comfoilable with, I enjoy it, I know ic's the way of the 
future. 

Role ofDeputy Commander 

Dr, Snùth: When you think "'deputy commandcr " you almost think "vice president." 

You're thene to be ìn charge when the commander is gone or 
incapacitated, What did General Handy tell you that he wanted you Eo do 
as hi$ deputy commander? 

Gen Hughey: General Handy and I have what I can only describe as a unique 

relationship. T don't think he ever sat rae down and told me^ in an 
entrance inteniew, what he expected of the deputy. After the job 
interview, and after working with him for a very short time, we developed 
a muiual trust, By thal I mean he tiusted me to make the right decisions 
based on Ihe guidance he provided lo the eniire staff, and I trusted him not 
to beat me up too badiy if I raade a raistake, I say it was a unique 
relationship, because it was absoluiely frightening to me initially how 
much we thought alike. From very early on in the relatìonship, T was 
never hesitant to make decisions, There haven't been that many reversed 
in the two years that Fve been here. It really was a relationship based on 
trust. 

It's bccn an absoluce pleasure working for him. He is, without a doubt, Ehe 
best leader—and Tve worked for a lot of Lhenn~rve ever serv-ed under. It's 
bcen a pleasure working for him, and it's been an honor, quite frankly, to 
be at TRANSCOM during this period, There is no piace T would rather 
have been. No place. Because of what we've done, and because of what 
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we're trying to do with the DPO' [distribQtion process owner], I think this 
is the very apex of logistìcs within the Departnient of Defense. Fm a 
care^r logistician. Where else would I want to be? Shori of having 
General Handy's job, Ihis is the best. For me to retire from this career, 
froni this position, is a dream come true. 

Dr, Smith: Your official posicion description slates that the deputy commander is the 

principal advisor to the commander. Did you see one of your 
responsibilities as giving GeneraJ Handy advice? 

Gen Hughey: No, I spent morc time sitting a[ his knee than advising him. [Laughter] 

He traveled a lot and was so busy when he was here that most of the 
advice that I might have given him went to the staff. because I was here, 
and I was making the de^isions. It goes back to tmst again. Tf it was 
something critical that I thought he might get a call about from the 
Chainnan [of the Joint Chiefs of Staff CCJCS)] or the Secretary [of 
Defense] or the Deputy Secretary [of Detense], IM call him up wherever 
he was in the vvorld and let him know what was goi ng on, or Fd send him 
an e-maih But for the most part. General Handy commanicates personally 
with the directors and their deputies, It's very comfonabie. There.*s never 
been one of those situations where he's been out of touch, or wherc we 
didn't feel comfortable talking with him or telhng him something. 

Again. he's a tremendous leader, He doesn't get his hair on fire. 
nobody to mess with, but he doesn't get upset because you take action. If 
you were sitting around doing nothìng when you should have been doing 
something, he would gei upset, But if you took action, and he didn't 
particularly think that was the right thing to do, he's not going lo get upset 
with you because you acted. He might counsel you a little bit saying, 
wouldn't have done it that way," but he's not going to "wire brush" you. 



Sce pages 30-31 fur morc information on DFO, 
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Dr. Smith; Would you say he does a good job of communicatlng his intent and then 

lctting you take action to move towards that ÌTitent? 



Gen Hughey: Right. Hc communicates his intent with all of us at the staff meetings he 

attends. We've been at this so Jong, and we've been through some intense 
times with the deployraent process for Operations Endurìng Freedora 
[OEF]"^ and Iraqi Freedom [OIF], We sat down with hira every day back 
Lhen, because we had to. Wc not only had to sit down wìth him, we had to 
sit down at the VTCs [video teleoonfercnccs] with the COCOMs 
[combatant commanders], [US]Joint Forces Command [USJFCOMJ, and 
members of tht Joint Staff. Watching hira daily raake decisions at that 
level, it became very clear to us what his intent was. It really wasn't 
rocket scieTice in terms of fìguring out what the boss wouìd want us to do. 
It was pretty clear. We had that three- or four-month period where we had 
VTCs on a daily basis, and he sat there, and we anTì-wrestled with other 
staffs, other COCOMs, and the Joiiìt Staff to get the OBF deployment 
cxecuted. 

General Handy is a teacher, He makes his point, and you leam from it, 
Fm referring to the other staffs, the other COCOMs out there. For this 
staff, we went to school on him for four months, With the day-to-day 
things that came up, there reaily wasn't any question about what to do, 
what the boss w ouid want us to do. 

General Randy is dual-hatted as commander of TRANSCOM and Aìr 
Mobility Command [AMC]. He has to divìde his tirae between the two 
organi2ations, What impact did that have on your position? 

ObvSously TRANSCOM is a combatant commander with a four-star billet. 
Air Mobility Connmand is a major command, a four-star billet within the 



Dr. Sraith: 



Gen Hughey: 



In Operation EndQring Fj-eedom, which began 7 Ociober 2001, the United States and its coaliiion partners launched 
a milicary operation tigainst the Lerrorist nctwork of Osama bin Ladcn and the Taliban governmeni gf Atghamstan 
tbat shielded them following the 11 Septembcr 2001 terroiist attacks in thc United States." 
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Air Force. And I would say because of that dual role, General Handy 
depended a lot more on me and John Baker [Air Force Lieutenant General 
John R., Vice Commander, AMC, April 2CX)2 to July 2005] over at AMC 
than most corabatant comnìand or major command four-stars would have 
to depcnd upon thcir dcputìes. He does have to divide his time. As a 
matter of fact, he spends thre-e days a week here and tvvo days a week over 
atAMC. 1 don't know how he does it. 

I have welcomed it^ because it has given me a lot of opportunity to operate 
in a soraewhat autonoraous mode. I like that. It's probably one of my 
faults. I don't cominunicate wjth ray superiors as much as some others do, 
Fortunately I have a boss right now who doesn't take issue with that, as 
long as I let him knovv what the crystal balls are that w^e could potentiaily 
drop, He's depcnded on iL He's needed it. I ihÌTik the staff and I have 
come through for him in that regard, He is a tremendously busy person. 
Hc has a travel schedule that's phenoraenaL 1 would not want his travel 
schedule. 

Relatiomhip wìth the 
Tmnsportation Component Commands 

Dr. Smith; Because General Handy was so busy and dual-haited, did that give you 

perhaps more direct contact with the component commanders than you 
might have had in another command? 

Gen Hughey: Yes, And I think the rank has a lot to do with it, too. Dave Brewer [Navy 

Vice Admiral David TIT, Comraander, Mihtary Sealift Command (MSC), 
August 200! to March 2006] at MSC is a three-star, I look at John Baker 
really as the coraraander of AMC, because hc's at the sarae level I am. 
And Ann Dunwoody [Army Major General Ann E., Commander, Surface 
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Deployment and DistribuUon Command^ (SDDC), Ociober 2002 to 
Augtist 2004]; and now Charlic Fletcher [Amiy Major GeneraLl Charles 
W., Jr., Commaiìder, SDDC, August 20O4 to August 2006] who ìs just 
getting there and getting his feet ou the ground; they deal directly with me, 
They can pick up the phone and ta!k directly to the boss, but they'l] 
bounce things off me. For the most part we've been able to keep the bo$s 
from having to make or get involved ìu some of the less crìlical issues of 
the day, if you wiJl. For the most pan he's beeTi able to sit back and let us 
take caie of the daily operations, although thene wene limes when he had to 
get right dowE ìn the weeds with the daily operations. He is a visionary 
and has e?terciscd that vision to move us, Where do w^e want to be two 
years, five years from now? He's been able to devote a ìoi of time and 
energy lo that process rather than worrying about the daily execution of 
the TRANSCOM mission. 

Dr, Smith: Do you interact fairly regularly with the component commanders? 

Gen Hughey: Yes. Besides e-mails and phone calls, we probably get together once a 

month, They are at about half the meetings 1 go to in Washington, and 
they come here at least on a monthly basis. T would say tbere is adequate 
interaction. And again, everyone's very cornforiable picking up that 
phone. 1 have to tell you, thc componcnt commanders know w^hat the boss 
w^ants. They understand his intent. And they*rc all extrcmely capablc 
individuals and marvelous leaders. There aren^t a lot of questions. When 
Dave Brewer makes a decision about Military Sealift Command, very 
seldom Is there a *^^hy.*' We generally don't ask because we know Dave 
Brewer wouldn't be actìvating a ship without first asking all the right 
questions, The same can be said of AMC and SDDC. We are a very tight 
organization. We have to be. The mission is so criticaì that if you don't 

The Anny redtsignatcd the Mitilary Traffic Management Commatifd, (MTMC) the (Military) Surfact DeploymeriL 
and Distrìbution Commaitd on I January 2004 a result of the USTR.\NSCOM commaiìder's designation as the 
disiributinn process owner and the command'ii increased empbasis on deployment aitd end-to-end distribution of 
surfiice CiiTgo frym depots to combat4uit coimnanderSH 
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have your stuff logether, someone froin ouuide the command h going lo 
be^it you up. We haven't beeti beat up in a long time. [Laughter] ll's a 
pretty tight ship, but people are not afraid to act. We're not sitting around 
waiting for the boss, for "Mother, may I?*' That's the dìfference in this 
command from many others. 

Value of the Chief of Staff Position 

Di\ Smith: Previous deputy commandcrs here at TRANSCOM were dual-hatted 

the chief of staff. During General Brown^s tcnure, we received a Reserve 
general officer billet to perform the chìef of staff function. How has that 
worked out? 

GenHughcy: First of all, we don't have a chief of staff; we have Butch Pair [Anrty 

Major General Carlos D. "Butch;' Chief of Staff, USTRAKSCOM, June 
2000 to November 2005]. He has been the sole chief of staff since we 
startcd the posìtion, He*s an Army transporter and has coraraanded at 
every level within transportation Ìn the Army. He knows everyone out 
there, active, Reserve, and National Guard, He w^as a vcry successful 
businessman and brings tremendous business acuraen from the 
commercial sector, He has tiiemendous leadership skills. He has a great 
partner in his wife, Jeannie. The two of them have been a godscnd to 
TRAKSCOM. We've been so fonunate to have both of them here. 

I can't say enough good things about Butch Pair. Because of that position 
and Butch^s qualifications. I have had ihe latitude to go where the fire is 
on a day-to-day basis. He runs the staff. But 1 would say that where 
Butch has produced the greatest value added is in the DPO arena. helping 
along with the [TC]J5 fDirector of Stmtegy. Policy, Plans, and 
Programs, USTR.ANSCOM], Butch has a great organizational mind in 
tenns of what type of orgarìization you need to put together to solve a 
particular problem or to do a study or move this thing ahead, He fathered 
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the rcorganization of TRANSCOM^ He basically developed the 
TRANSCOM organization, the staff, as it is right now, That's kept me 
from having to focus on those particuìar areas, The [TC]J3 [Director of 
Operations, USTRANSCOM] has taken the operational side. Between the 
two of thera and the J5, l'm able to keep an eye on ever>T:hing that*s going 
on, p]us do some of the visìonary stuff with General Handy. This job 
would have been horrendous had Butch Pair not been here. 

Operation Iraqi Freedom 

Flanning for the Deployment 

Dr. Sraith: When you first arri ved at TRANSCOM ìn August 2002, the planning for 

[raqi Freedora was weiì underway, What were your first impressions of 
the command and what was going on at that time? 

Gen Hughey: Things were really noi in sync, and for a very good reason. The entire 

Department of Defense had been operating under the belief that if we had 
a major deployment it would follow the TPFDD [lime-phased force and 
dep[oyment dataj process. ' The Secretary of Defense [(SECDEF) Donald 
H. Rumsfeld, January 2001 to present] had other ideas, He decided he 
was going to take a hands-on approach, and that, in my opinìon, was a 
very w^se decision. Tt kept us from sending too much over tbere. from 
buiiding too many "steel raountains.'' He really metered the force. He 
asked questions, As a result, we didn't say, ''Okay, hei^e^s 
[DS]CENTCOM's [United States Central Command's] plan for a war in 
Iraq. Here^s the TPFDD that goes with it. Now How this TPFDD." 



Scc pan;eji 48-50 for more informatton on Wvt 2003 rieorg[iriizatii.jn. 

^ The TPFDD i5 ttic inforraatioTi residing in the Joint Operaiion Planning and Exeetition SysLem ihat constituits the 
dmbase ptinion «f an operalion plan. lE tncludes information on \ht personneE and cargo <jf in-place uniLS and uniii 
to he deployed, along wiLh iheir priority, desired sequence^ and routing; esLimates of non-UTiii-rieiaLed cargo and 
pcrik£ìnnel movements to be conducied simnlLaneousIy with the deploymeLit of forces; and estimates of the 
Lransportation rei|uirejiients. 
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Under the SECDEF it was, "No, telì me what you need, unit by unit, and 
as the SECDEF, T will approve that if [ agree that it's necessary," So 
rather than being able to communicate to the entire Departmeni [of 
Defense] on a certain date that these are the unils that are goi ng. to go or 
needed to get rieady--a lot of the units were in the Guard and Reserve, and 
they take more time to prepare because they have to be certified for 
combat before they deploy— he said, "No, we're going to take these one at 
a time/' We started with the active forces, Unfortunately, the active 
forces can't move without the Reserves and Guard being m place first 
because of the way we've structured our Guard and Resen e in some of 
the Services. 

The bottom hne is all of the COCOMs were looking to flow a TPFDD, 
and that's not the way it worked in OIF. As a result, there was a lot of 
confusion, and confusion bred some conÈempt, There was some frictìon, a 
lot of friction, between TRANSCQM, CENTCOM, Joint Forces 
Command, and the Joint Staff, The Joint Staff would say, "The Secretary 
of Defense signed the DEPORD, the deploymcnt order. Why ean't you 
move them?" And we'd say, "Well. they're not ready to move,'' or 
''CENTCOM wants them all at the same time." One of my favorite 
sayings was "TRANSCOM can move some ofthe force all of the time, but 
we can't raovc all of Lhe force some of tbe timc." Meaning that you have 
to spread out the movemcnt. We only have so many assets. We weren'i 
going to go into a CRAF^ [Civil Reserve Air Fleet] environment where we 
can take control of civihan airiiners. We weren't going to do that, because 
it would destroy the airlines. And if we dcstroyed the airlines, what would 
we use the next time'? They wculdn't be there for us. 



Instituted in 1952, thc CR.AF pi'ogram allowetl the Departmetit of Defensc to ausment military airlift capabiiity 
during coiìtingencieji with aircraft fronì iht gommercLal airlmes. Although TRANSCOM relied primarily on 
volunteer aircraft and erews for the OIF depioymeni, General M&aày did aciivace the first stage of the long-rangc 
p^scngcr aircraft segment uf CRAF hom 8 Februar}' lo 16 June 2003. 
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There was this lack of synchronizatiorì, a lot of confusion, and a lot of 
finger pointing. Here 1 was in an environment that I knew very little 
about, trying to sort tiiis out in niy own mind fìrst, and then as the new guy 
on tlie block, how would I convince sorae of these old hands at 
CENTCOM^ Jomt Forces Coramand, and on the Joint Staff? It was 
difficult for me, personally, to communicate the probiem. That was my 
ftrst impnessìon. We wcre up against Ihe wall, Definitely up against the 
w^alL 



Dr. Smith: 



Gen Hughey: 



What did you focus on initially? Was it comraunication? Straightening 



Dr, Smith: 



Gen Hughey: 
Dr. Smith: 
Gen Hughey; 



out some of these misunderstandings? 



My initial focus was, "Okay, what's the problem today, and who do I need 
10 laik to? How do we get the Army and the Marine Corps out of town 
and get them over there?" That was the initial focus, It was a day-by-day 
thing, Not the thing that a deputy commander probably should be doing, 
but as it tumed out, sve all ended up doing exactly that, We were ali 
focuscd on that, There wercn't many long-teim looks except for maybe 
"next month." That was about as long-term as we got, because every day 
thene were issues wiih the initial deployment. 

Right after you got herc, in late Septeraber early-October, there was a 
TPFDD confcrence for Operation Iraqi Freedom. We still thought we 
were going to do the deployment by TPFDD. 

There were a total of six, nonc of which were successful. 

Did you play a roie in this planning? 

Not really. Other than when the J3s^ would come to loggerheads and 
couldn't get past something, then it would get bumped up to me. I'd make 
a call to the CENTCOM deputy or the Joint Staff or [USJEUCOM [United 



The directors yf operations of Itiejuint comjnands. 
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Staies EuropeaTi CommandL in some cases, when their forces were 
involved. 

Dr. Smith: Can you recall an issue where you might h^ve had to do that? 1 know it's 

been a couple of yeais. 

Gen Hughey: There is no one incident in pariicular that jumps out. Il was just a 

contusing time for everyone. It was primarily bectìuse we were dcploying 
forces by the request for foices [RFF] process rather than the TPFDD.^" 
The phone caMs were really down in the wecds. CENTCOM would nsk 
for forces. Joint Forces Command was told to provide those forces, 
CENTCOM provided a date they wanted the forces. Joint Forces 
Command would say the forces canU be ready by that date. And yei 
CENTCOM would want us to plan to flow that forcc on thai date when we 
knew dam well that ihe troops weren*t going to be there to get on !he 
plane or to put equipment on the ship, It was just a total lack of 
s\T]chronization or understanding as to what had to occur before units 
picked up and left. 

Firsthand Observations ofthe Deployment 

Dr. Smith; I looked at your travel schcdule for the past two ycars, and I noticed on 25 

Febmary 2CX)3 you went down to Corpus Christi-Beaumont, Texas, This 
was during the height of the deployment, What was the purpose of that 
trip? 

Gen Hughey: I wanted to visit the SDDC units at the ports of Corpus Christi and 

Beaumont, as well as the MSC merchant mariners who were in pori at Ihe 
time, And the reason was, quite simply, they had done a phenomenal job. 
Thesc were principally Reserve and National Guard units that came 



CENTCOM wùuld idcntify the fonces it needed and their required deEivery date by issuirLg a requcst for forces to 
the Joint Staff Joini Forces Cominand vvas responsible for sourcing the request frorti the Services. The Secretary of 
Etefense made the fijfial docLsiori ùn what forccs deploycd when by issuing a deployment orderr 
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logether, some of theni airiving in the middle of the night, It was the 
middle of the winter. Granted, things aren't too cold down in that part of 
Texas, but the bottom litie was they had done a phenomenal job in getting 
the 4th Infantry Division and later the Ist Cavalry Division out of Fort 
Hood ITeAas] from tbe fort to the port, loaded on the ships, and on their 
way to Southwest Asia. They were executìng their mìssion before they 
had even completed the administrative acti vation portion of theìr orders. 

1 was down there to pat them on the back, to see what they had done, and 
lo determine what support Chey mighl need from us 'dt that particular time, 
because we were going to do it again, We knew ihis was going to be a 
long-term repelitive process. It wa^ a great visit. We have some 
phenomenal leaders, phenomenal lroops~men and womcn, civilians— 
doing incredible work with a very small force and able to load those ships 
and get them out of port. We didn'E miss any sailing schedules, 
everythiiìg was on time. For the most part, thcy were ahead of schedule, 
Just tremendous. 

Dt. Smith: Dìd they express any concems or ideiìtify any areas where they thought 

they might need more support? 

Gen Hughey; No. It was kind of an atiitude of "Bring it on. Where^s the next one? 

Whcre do you need us? We're ready to go." Tt was alì positive. I can't 
recall anything that they needed from us or anything that W'e needed to do 
differently. As it tumed out, mostly I was able to pat some great soldiers 
and sailors on the back. 

You also went to Kuwait 12-15 March [2003], which meant that you were 
there just days before the war started. What was the purpose of that visit? 

The purpose of that trip was to take a look at what we had established for 
strategic intenheater distribution from CONUS [coniinental United State&I 
to Kuwaìt. How^ were we organized? Were we going to be able to suslain 



Dr. Smjth: 



Gen Hughey: 
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the fOTte? Were we going to bc able to get the supplies and equipment in 
there on a timeìy basis? So each time I did this, I would start out at a port 
or airfield here in the United Staies, I fìew on our transports, on the C-5A, 
oTi both my trips, On this panicular trip, I flew into Kuwait and then 
visited the ports. the airfields, and Camp Arifjan^' to see where we were 
staging this stuff. Of coui"se, now it*s the theater depot both coming and 
going, suppiies going in and retrograde coming out, But at that time it was 
very rudimentary, This was where we were going to receive things. That 
was the primar>' pu^jose: to famìharize myself with our strategic lift 
capabilities. 

Dr. Smith: Whal did you find? 

Gen Hughey: What I expected for that particular time and place. People were pretty 

well organiiied. Tt was the fìrst time I became aware that we were 
shipping a lot of stuff by air that didn't need to go by air, but that's 
because we have dysfunctional, in my opinion, prioritization and air 
clearance organizations that are mn by the separate Ser\ices. There needs 
to be a joint air clearance authority that's sponsored by the combatani 
command that's receiving the cargo to determine how things ought to be 
shipped. There was just a lot of stuff that went by air. Fortunately we got 
it all there, but probably at a greater expense than this nation could have 
gotten it there for, considering what some of the stuff was. It didn't 
appear to be for immediale use, it was more for stock. A lot of it could 
have gone by surface. 

Dr, Smith: So you met with our depioyed personnel and looked at port operations, 

Did you also talk with CENTCOM J4 [Director, Logisiics, Army Major 
Generai Dennìs K. Jacl^son, June 2000-JuIy 2003] ? 



" Located ounside Kuwait Chy, Camp Arifjan is a major logistical hub for OIF, 
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Gen Hughey: 



Dr. Smith: 



Gen Hughey: 



Dr, Smith: 



Gen Hughey: 



Yes. I went up to Camp Arifjan and sat down with the J4 and various 
other mennbers of the logistics staff. This was long before the CDDOC^^ 
[CENTCOM Deployment Distribution Operations Center] so it was 
basically, *'What do you need, what do you see. and what can we do 
better?'' At that point in time there was SEÌll a lot of confusion. 

You went back again in the sumnier, at the end of July-beginning of 
August. Same route. 

I took the same route. On my first trip I came back through Charleston 
[South Cai'oJinaJ and took a look at the airfield and seaport. I visited both 
seaports and airfields on both ends. This trip was basically to look at the 
intemal distribution to see what the problems were. What I found 
contribuied to or reinforced our thinking that we really needed some 
experts in the theater to handle this. There was a lack of synchronization 
between strategic distribution and operational distribution, We needed to 
fÌA that, That was the purpose of that visit. 

Later on you got very involved in container management. Was this an 
issue at all as early as the summer of 2003 when you were over there? 

Not at that point, We were starting to ask the questions: **Why are all 
these containers stacked up two high in a perimeter type of environment? 
What's in them? Are you using stuff out of them?" It really wasn't too 
much of an issue at Ihat point. Ic wsìs starting to become an issue for the 
Army, because they were paying demurrage'^ on them, but at that point 
we really hadn't sunk our teeth into soJving that problem. 



See pages 32-33 for information on the CDDOC. 

Demurrage is chiarges paid for not unEoading and returaing leased con.tainers to their comrnercial owners within 
the time specified in the Ìease. Diirina; Operations Enduring Freedom and Iraqì Freedom, US forces retained 
thousands of lcased contalners to use for storage, hoijjiing, and fìeld foriifications^ coscing the Army mtllions of 
doUars per month ìd dcmunagc^ 
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Dr. Smith: Wene there any action items you brought back with regard to our 

operatìons or customer feedback? 

Gen Hughey: On the first visat, I went over there primarily to see how ihe force flow was 

going ìri terms of getting people over there. It was right on the eve of the 
war. We had already decided we were goìng to kick it off, yet we didn*t 
have all the force there, General Handy said, *'You need to go over there. 
Take a look at the system." Basically hc wanted me to be familiar with 
how things vvere supposed to be working, what the facilities looked ISke, 
and that sort of thing. That was a good eye opener ìn terms of how fast we 
could conccivably push forces in there with the systems that they had. So 
r was really looking at movement of people. That was the first visit. 

And what did T bring back? Not a whole lot, except an appreciation for 
the problems they vvere dealing with on the ground oncc the forces got 
there. They had a facility set up to reccive forces, but it was preny 
rudimcntary. We couldn^t just sìara forces over there. We can easily 
overwhelm them with people just like w^e can easily overwhelm a 
combatant command with sustainment supplies if we donì flow them 
right. Also, the coraponents within CENTCOM dìdn't ahvays have an 
accurate picture of what was goìng on because they were geographically 
separated. We'd get calìs from Ser\^ice components complaining about 
the flow^ of forces when, in fact, we w^ere, in one case, ahead of their 
schedule, They just didn't have an accurate picture of what they had in 
country. It was helpful to me to make that trip in that respect. 

On the second trip I was looking primarily at sustainraent. How were we 
raovìng stuff, and how^ much stuff was over there? How much stuff was 
moving by air that should have been moved by suri'ace? We uncovered a 
lot of that, That was an eye opener. There were some people who were 
doing things exactly right, and ihere were others who really weren't aware 
of what they were- doing. 
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Dr. Smith: On the issue of things that wene moving by air that shouldn't be, was that a 

systemic thing because certain DODAACs^'* [Depanment of Defense 
activity address codes] aulomatically called for airlift? 

Gen Hughey: When 1 vvas down at the airport of debarkation, actualJy looking at the 

docunients that were attached to the material that had come in by air, ìt 
was very cJear to me that Ihis was stuff that unit suppiy officers ordered 
before they ever left their post in the United States, The intent was, "I 
need this for the deployment. I need this now, I've been designated a 
deployìng unìt, therefore I rate the highest prìority." And so they ordered 
it undcr the highest priority. That^s what lieutenants and captains do at 
that level. "The boss wants it, and Fm going to get it " They antieipate 
that the item is going to come from the locaJ supply source. but when the 
[ocal supply source doesn't have it, they pass il up to DLA with the same 
priority. It doesn'E change. So that unit deploys, and now they're- in 
Kuwait. Some of what ihey ordered might have been packing material, for 
crying out Joud! They don't need that air-shipped at that point, That's 
way beyond what they're conceTned about today. Today they are 
concemed about J>eans, buJlets, and band aids* noi packing material. 

Packing material is just an example, and ìt's been overused. But the 
bottom line is, when they ordered it, they thought they were going to gei it 
in a day or two, and that's the reason they put a hìgh priority on it. They 
didn't plan on it ever being air-shipped to Kuwait. They got to Kuwait. 
They've gotten by without it, and perhaps they don't realJy even need it 
anymorc. Bui because of the priority and the very poor air chalJenge 
authority system that we have among the Services, we air-shipped it* That 
had something to do with us really moving out hard on this distribution 
process owner business. How do you deconflict this air and surface 
transportation? 

DODAACs are S]}t-po:»iLion codcs that identifT,' the Tnailing. shipping, and biJJing addresses of govemment 
agcncies and niilitary uriiis. 
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Overcoming Deplayment Challenges 



Dr, Smith: We've already talked about thc RFF/DEPORD process versus the 

TPFDD/EXORD [execution orderj process impacting our abiiiiy to 
forecast lift requirements. We couldn't determine priorities in sequencing 
because that kind of information wcisn't in the DEPORD, and somc units 
were spread across multiplc DEPORDs. You even remarked in the Joint 
Mobihty Operatious Ceriter^^ mccting one day, "That when TRANSCOM 
\% coordinating on DEPORD& and the RFF just says 'XXX^ passengers, 
we ought to just reply 'We can move XXX passengers in XXX days/" 
meaning ihat we're being asked to coordinaie without specific infoonaiion 
with which to make a decision. 

GenHughey: There was a dysfunctional relationship between TRANSCOM and 

CENTCOM when it came to that deployment. It all came out of a real 
lack of understanding on the part of the combatant commander about how 
the system works, and the confusion that was caused by the difference 
betwcen DEPORDs, reqiicsts for forces, and the old TPFDD methodology. 
It was a wise decision on the part of the Secretary not to use the TPFDD 
methodology. He wanted to meter the forces, and we did that. We ended 
up e\ecuting the war with two divisions instead of whatever it was that 
CENTCOM thought thcy needed initiaily. Thcre was just a lot of 
confusion and a lot fmstration on the part of CENTCOM, from my 
perspective watching and participating in the VTCs. CENTCGM was 
trying to fight the war and didn't know what to do about the force flow. 

Dr. Smith: How did TRANSCOM overcome that kind of confusion? You mentioned 

VTCs. 



■ The Joinl Mt>biElty Operaciùnji Center was the namc for TEANSCONra tjperations center. The namE ghanged in 
iMc 2003 to the Dcployment DistribQÙon OperaLÌoni Center ro reflect the chiinge in the command's missitin brought 
aboQt by the disiribution proc-es$ owncr responsibilily^ 



Geri Hughey; Because of an ìnability to resolve things at the two-star level, we siarted 

havi ng four-star meetings, VTCs, threc times a week. And this was just to 
get the initial deployment resolved! We had a number of TPFDD 
conferenecs, and they all resulted in no plan. They were failures. It took 
the Chairman of the Joint Chiefs of Staff, General Myers [Air Force 
General Richard B., October 2001 to September 2005], sitting in on the 
VTCs and trying to understand this problem, listening to TRANSCOM, 
Joint Forces Command, and CENTCOM all explaining their issues. Then 
he would task people: "Okay, we're going to have VTCs to work this 
thing oui every Monday, Wednesday, and Friday. This is Monday; by 
Wednesday Joint Forces Command, I want you to come back in with this 
information. CENTCOM, I want you to come back having accomplished 
these things. And TRANSCOM, I want you to do tbis." That went on 
between General Myers and General Pace [Marinc Corps General Peter. 
Vice Chairman, Joint Chiefs of Staff, October 2001 to August 2005] for 
probably six weeks. Then it boiled back down to the three-star Jevel. 
These tri-weekiy VTCs between the players continued for probably a totai 
of four months to iron out damn near every unit move. 

It was a difficult situation, and it took leadership from the Joint Staff to get 
this thing resolved. Korty Schwartz^^' [Air Force Lieutenant General 
Konon A., Director for Operations, Joìnt Staff, Oetober 2002 to October 
2004] sat in there after it got toned down to the three-star Jevel. I thought 
he did an admirable job of reraaining dogged in terms of getting what he 
had to have and getting what he had to have done without seeraingly 
becoming frustrated, [Laughter] He tried to keep things down to a Ìow 
boil. We finaJly got our way through that, 

I have to tell you, General Mycrs took most of his counsel frora us, We'd 
tell him this is what we had to do, and then he would take diat connseK 



Genera] SchwarLZ pinned on his fourth star 29 Atiguit 2005 and look commaTid of USTRANSCOM on 
7 Septcmber 2005 as thc first USTRAKSCOM commander noL dmì-hmzd with AJVIC. 
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and we'd have a VTC, He would assign tasks, and they would get 
accomplished. We managed to get through the dam thing. The lessons 
we leamed from that we then incorporated into subseqLieni rotations. But 
we haven't had anything like that since. 

Dr, Smith; Whose idea was it to have the VTCs? Was it the Chaimian's, or did 

TRANSCOM suggest it? 

Gen Htighey: I donì recall jusE who said, "Okay, it's time for the foiir-stars to sit down 

to get this thing resolved," but when it did happen, the first meeting 
coincided with General Myers' visit to TRANSCOM. At the very first 
meeting, there was General Myers sitting next to General Handy at 
TRANSCOM. Vm sure that folks at JFCOM and CENTCQM were 
somewhat taken aback by these two Air Force four-stars sitting at thc head 
of the table conduciing this meeting. If they did, they got over it real fast, 
and we got down to business, rolled up our sJeeves, and things started 
happening. 

Dr. Smith: Gcneral Myers came out on 7 February 2003. That was his first visit to 

Scott Air Force Base [AFB] since 1 1 September [2001], and part. of that, 1 
think, was to thank folks and visit AMC. 

Gen Hughey: Yes. He really came out to visit TRANSCOM and give us a boost. I 

wasn't here during all that period of timc, but since 1! September [2001 j 1 
think our J3 [Air Force Major GeneraJ William. Welser IIL Director of 
Operations, February 2001 to August 2003] was working sixteen hours a 
day to make tbis stuff happen. The people, at the beginning of the war, 
were reatly tired because of all they had done in Afghanistan for OEF and 
then, of course, OIF. It was a morale visit, but as it tumed out, after the 
trip had long since been planned, the VTC was a last minute thing, '*Okay 
we have to do this/' It just happened that the Chairman was here, and wc 
said, "Jusi m here and attend the VTC at TRANSCOM." That' s what he 
did. Again, it was interesting for me to watch them operaie at the four-star 



24 



level'-the leadership, the fratemity, the collegial atmospbere that they 
brought to the table. Tt was really sìmple stuff. Utiderstanding the 
problem and then assigning the taskers really ìsn't rocket science, it just 
took that level of leadership bccause of the magnitude of the problems. 

Dr. Smit.h: Some of the other chailenges that cropped up during the deployment 

included access, basing, and overflight. Did you get involved in trying to 
work any of those ìssues? 

Gen Hughey: Not really. The J3 did mosi of that, You know, all that is done over at 

AMC. They have a whole section over there of about twelve people who 
do nothing but get country clearances and oveiflight rìghts. It's a full time 
job for them. They're totaily profe&sional, They've becn doing it for 
year^. They know how to do it. so no, TRANSCOM doesn'! get involvcd. 
If the clearance is denied, they find another route, and that^s ihe way it 
works. 

Dr. Smith: How good was ITV [in-transit visibilityj and TAV [total asset vìsibility]^ '' 

Ìn your estimation? 

Gen Hughey: It's geiting better cach time, VVe didn't have any when we first started, A 

war gives you a great sense of urgency, and that's what weVe been 
involved in. There is money available to buy the technology, That's been 
a big boost. We sdll have to help people with it, because they don't plan 
to do it; they don't have the assets to do it, The Air Force has always had 
the lcad in this, A lot of times we have had to send in an Air Force unit. a 
TALCE [tanker airlift control element]-type of unit that has the capability 
to sit on an airfield they don't own and provide that capability,'* The 



In-transit visibiliLy is the ability to [rack people and cargo from orlgin to destinatidri. Total asset visibiliLy h the 
capabihty to provide ciiÈLOrTiers with tìineEy and accurate information on the location, movemeTìt, status, and ideriLity 
of unitii, personnel, equipment, materiel, and supplies at all times, not jyst during transit. 

The Lankcr airlift control element is a mobiEe cotìimand and control organizalion ihal provides on-site 
managemenL of airfield operaLions, incEuding commuricationi, acrial port services. maintenance, securiLy, 
transportation, weatheri InteHigentc, and other support funcLÌotis, as neccaadry. 
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Army and the Marine Corps have been very quick to get up to speed on it, 
and then if someOTie is able to provide them with the assets, they know 
how to use thein, 

Comparing Operatiom Desert Shield/Desert Storm 
With Operation Iraqi Freedom 

Dn Smith: During Desert Shield/Dei^ert SiormJ^ you headed a materiel division at the 

Marine Corps logistics base irt Aibany, Georgia. How would you compare 
and contrast your logistics experience in the first conflict with what you 
saw in OIF? 

Gen Hughey: It's an interesting difference in perspective. We fought the first Gull War 

with a Cold War attitude regarding logistics, Just get it off the shelf, get it 
boxed up> and gci it over there. It was the first time ever that we had 
actually pulled and shipped PWRs, provisional war reserves. It was a 
twenty-four hour, seven-day-a-week operation. It went on for six months. 
We built some awesome steel mountains in Kuwait. And I was proud of 
thatl We pulled twenty diffeient PWR packages for the Marine Corps and 
shipped thera and got them there on time. 

We sirnply overwhelmed their ability to receive it. They had all this stuff 
ovcr there, but they didn't know what it was, It was just containcrs, They 
didn't havc a system for finding stuff. The whoJe plan, as it was intended, 
was they would receive this stuff an itcm at a timc, do somc sort of 
magical field warehousing, and then be able to go get Ìt when they needed 
it. it became extremely apparent to me right away that that wasn't 
happening, because people were calling me from Kuwait saying, "I need 
this, that, or the other," and I knew dam well I had shipped them fifteen of 
those things. It was simply a matter of ''So what? In that container field 
out thercT it's as much usc to me as it is in Albany, Georgia." That's when 

Operation Dcsert Sbield, defense of Saudi Arabia, 7 Augtisl 1990 to 15 January 1991; Operation Desert Storm. 
libefatioii of Kuwaitf 17 January to U Aprli i99ì. 
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Dr. Smith: 
Gen Hushev: 



it becamc vcry apparent to me ihat this whole Cold War provisioìial war 
resenes system was out to lunch, lì was of no use to us. Somethìng had to 
change, 

For the Marine Corps' part. it did change. We didti't do that this time, 
We didn't release PWRs. Everything was shipped because someone had 
filtered it and dctcrmined what was reaity needed and whai was asked for. 
Thcre were tewer steei mountains, My Desert Shield/Descrt Storm 
experience gave me a lot of the background to look at logistics this time 
around, The difference this time around was, we didn't want to create 
stee! moLjntains. We didn't want a large footpiint of sustainment in 
theater. We wanted to flow it, It was never our intent to adopt just-in- 
time logistics, but rather not to put more than thirty days of supplies on the 
ground at a time. Keep things in thc pipclinc. Thc pipeline is part of the 
SQStainmcnt, and if you can see what's in that pipeline, then you are miles 
and miles ahead. Thirty days on the ground and see what^s in the pipeline. 
When that was followed, and when we were able to attain that, it was 
more ihan adequate. 

.4nd that's where the TTV comes in? 

That's where thc ITV and TAV come in. 



Lessons Leamed 



Dr. Smith: 



Gen Hughey: 



How did our customers. in particuiar CENTCOM, the Array, and the 
Marincs-smce the Army and the Maiines had the bulk of the stuff that 
was moved-perceive TRANSCOM's pcrformance during OIF? 

Except during the few occasions when they lost the bubble, and by that I 
mean they didn't realizc what had already arrived, ìt was extremely 
smooth and appreciated by both the Army and the Marine Corps. I 
haven't found anyone who has any real compiaint about it. As a matter of 
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fact, they all shake their heads in wondennent and say, ''Ho w did you guys 
do that? You must be extnemely busy up there, It must be a crazy place.'" 
I tell them, "No, Actually it's not crazy. People are busy. People are 
tiied. But there's a system, and it's working, and as long as we contirÈue 
talking, it wi!l continue to work." I know that TRANSCOM's stock 
within the Sen'ices, within the Washington DC area, inside the Beltway, 
and with the combatant commands most importantly, is very high. They 
look to us to solve problems. And solve problems righr now! Not a year 
from now, not six months from now. **Here*s a problem, John Handy, can 
you heip me?'' And they ane confident that they're going to get a positive 
response, and it's going to happen quickly. We just hope we can continue 
to deliver like that. [Laughter] 

Dr. Smith; Was part of your role during OIF then to help educate customers about the 

process, so that they'd know where the problems lay, and what needed to 
be fixed? 

Gen Hughcy: No. My role was more to keep people talking. Thcre were a few 

occasìons when 1 got calls from Buck Bedard at Headquartcrs Marine 
Corps, or Cody [Army General Richard A.. Deputy Chief of Staff, 
Operaiìons, Headquarters United States Army, August 2002 to June 2004] 
at US Army headquartcrs, looking into things. In most cases, I was 
running bad rumors to ground. Clearing things up. Educating the 
customer and fixing problems were mostly done at the J3 ievel. 

Dr. Smith: What do you think were the key lessons leamed for TRANSCOM as a 

resultof OIF? 

Gen Hughey: Basically the combatant commander is looking for someone to take charge 

of sustainment and distribution. It was easy to do that. [Laughter] We 
dÌdnH have a big fight with CENTCOM over sending them a DDOC 
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tDcployment Dàstribution Operations Center], for instance. They realize 
that they have lo keep their focus at the operational and tactical levels of 
war, and they are realìy wiìling to depend on someone else to make sure- 
that what's happening at the strateaic le vcì and what Lhey're doing at the 
operationai and tactical levels of war ai'c synchronized, and that the seams 
between those various levels are smooth. Thc combatant coramanders 
look to us for solutions to the raoveraent of forccs and sustainment, 
strategically and operationally. We're helping them synchronize that seara 
between operational and tactical. When there are big issues, whcn you 
have a conOict like this within the logistics arena, there. aren't so many turf 
battles. Combatant conrimanders don't seem to get offended by us offering 
to help them with their responsibihtics. 

Dr. Smith: How would you compare and contrast ihe subsequent rotations of forces in 

Iraq that started in late 2003 with the original deployment? 

Gen Hughey; The later rotations were a lot smoother. During the original deployment, 

we had ironed out a lot of thc issues in terms of how we coordinate the 
movement that starts with a request for forces, Who does what to whom? 
The Army leamcd a lot of lessons with regard to how Jong it takes to 
mobilize a reserve unit. The subsequent rotations were smooth. They 
could have been raore diftlcult, because therc- was two-way traffic by then, 
but that actually helped. We were able to be more efficient with raaking 
sure planes were- loaded both ways. General Handy was very adamant 
abojt it. It was alraost as though he was counting erapty seats. That was 
something that we focused on, so it's been a Jot smoother. 

I wouJd hope that we gathered enough data and enough documentation 
Ihat if we cver hjive anothcr deployraent-and we will^-a pure deployment, 
that it wiJl go much smoother. There have been a Jot of lessons leamcd. Tf 
you're going to get into a major conflict, you're going to need the Guard 

See pages 32-33 for monc information on thc CDDOC. 
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and Reserv'es- Corabatant conimanders now have more realistic 
expectations as to how quickly forces will be available, And deployments 
aren' t transpoitation-dependeni. It has a lot more to do with mobilization 
Ehan it does with transportation. As we've always said, and General 
Handy has been very adamant aboul it, we can get an airplanc to an airport 
faster than you can get thc troops there. And that is always going to be the 
case. 



Dr. Smith: 



Gen Hughey: 



One of the things the Sen'ices did was to start the mobiiization process 
with the RFF and not wait for the DEPORD. Tnitialìy they werc waiting 
for the DEPORD before they would officially start the mobilization, 
which pLJt things way behind the curve, 

Right. Thcre is a lot of bureaucratic stuff that has to happen with an RFF 
before it becomcs a DEPORD, but that^s not to say that the unit that is 
designated in the RFF can't be getting ready. And they werenì before; 
they were waiting on the DEPORD. 



Logistics Transformation 

Distribution Process Owner 



Dr. Smith: 



Gen Hughey: 



Distribution transfoimation is one aspect of the largcr issue of logistics 
transformation. In a 16 September 2003 memo, Secretary of Dcfense 
Rumsfeld designated USTRANSCOM as the distribution process owner.^^ 
From your perspective, what has been thc impact of this new authority on 
TRANSCOM over the last year? 

It has legitimized our change in focus. Clearly this had taken place long 
before we ever received the memo. The memo icgitimized our focus in 
the cyes of the other staffs. primarily within CONUS, becaQse we never 



DPO reip[>n5Ìbi]itLes inctuded improving Lhe '^overall effìciency and interoperabiliiy gf distrtbution related 
activities - deplgyment, sustàinment and redepCoymenf support during peace and war/* and serving as ''the singlc 
eniiEy to direct and supervise eAccution of tbe SLrLitc^ic DistiibuLion syiicm," 
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had a problem with giving support to the combatant commanders, We 
couid have given them a DDOC a year before we were designated the 
DPO, and they would have accepted it. But that memo legitimized our 
roJe with regard to the Joirit Staff, Office of the Secretary of Defense 
[OSD], JoinE Forces Command, the supply agencies svithin the Services, 
and DLA. It made it casier for us to bring people together and to lead an 
effort. And that*s really all it takes. Being designated the DPO gives us a 
legitimiite leadership role in solving problems. smoothing things out, 
making distribution more efficient and more effeciive. Ttiat's what it did 
for us. 

Dn Smith: Has there been any opposition to TRANSCOM having that role? 

GefiHughey: No, Not at alL We didn^t take the roie from someone else. It was 

created. We were already working on ìt. There was fiiction at one time 
between DLA and TRANSCOM with regard to who was going to be the 
boss of whom."" As it tumed out, because of the personalities involved, 
we have a w onderful working relationship w ith Defense Logistìcs Agency 
to the benefit of the warfighter! And that's what it all boils down to, 
That's what^s really important. 



See pages 36-3S for informaiion on the TRANSCOM/DLA partncrship. 
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United States Central Command Deployment 
DhtnbuUon Operations Center 

Dr. Smith: You started to touch on this already, but what is your assessment of the 

coniribution of the CENTCOM Deployraent Distribution Operatìons 
Center^ in improving theater logistics, sustainment, and distrìbution? 

Gen Hughey; It's twofold. We now have people in the theater who really understand the 

organization that they are supposed fo be providing support to. To a great 
degree when there is a problcm, we have someone in the CDDOC who can 
say. "I know how to fix that*' before they ai"e ever askcd. Being thetie and 
having situadonal awareness as to what the combatant command is dealmg 
with is niimber one. That gives the CDDOC the abihty to act rather than 
react. They have their finger on the pulse. TheyVe listening to tactical 
nets. They're anticipating logistics issues. They know whether or not 
their organization can contrìbute to the r'csoiution of that issue. There are 
representatives from many different agencies in the CDDOC: 
TRANSCOM, DLA, Air Force Materiel Command [AFMC], Army 
Materìel Command [AMC]. They are there together and have knowledge 
of the entire logistics infrastructure in the continental United States, The 
combatant commands never had that before. That's a big hclp. 

Number two. the CDDOC has what we call 'Veachback," The folks in the 
CDDOC are very comfortable with picking up the phone and calhng their 
buddies at DLA, TRANSCOM, Air Foice Materiel Command, Army 
Materìel Command, Marine Corps Logistics Command and indicating, 
''Here's the problem and hcre's what we need, can you heJp'?" So you 
have people with this reachback capability. 



The CDDOC was onc of che ftrst DPO initiatives Eind was designed to provide USCENTCOM with a 
TRANSCOM-like entity to wùrk qn joÌTiit transportatioii and distribution issues in the theater of operations at thfi 
combacanl commander level. The firet pcrMnnel from TRANSCOM. ihc iomponenfE, the Services. DLA, atid other 
agencies seiecicd to operate [he CDDOC dcpioycci to Kuwaiton 16 JanutLry 2004. 
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Then you have the ejtperiise, once you gct the flow staiied, to synchronize 
the seams— what used to be seams— between the strategic flow and the 
operational fìow. Now it really is all the way from fort to foxhole, ftonn 
CONUS all the way to the battahon levch Wc have visibihty now of all of 
the spokes, like the theater distiribution center and the corps disirìbution 
center, If there is a problem or a backlog at any of those places, a lack of 
capability or a change in priorities, the CDDOC is able to stop the flow 
and hold thinss at the right place. That's a tremendous capability* 
Expertise, reachback, knowledge, and being situationally aware of what is 
going on in Ihe theater are all big advanttiges. That's vvhat makes the 
CDDOC successfQl. 

Logistics Tmnsformation Structures 

Dr. Smith: You've panicipated in a lot of committees with respect to logistics 

transfonnation, the Joint Logistics Board^"^ [ILB], Ehe Joint Logistìcs 
Group"^^ [JLG], our own Distribution Transformation Task Force^^ 
[DTTF], etc. Tell me about your role on these committees. 

Gen Hughey: I'm TRANSCQM's primary representative on everything that happens in 

the logistics arena at the Department of Defense levek It's myself and 
Admiral Lippen [Vice Admiral Keith W., Director, DLA, July 2001 to 
jQly 2006] at DLA; the JS-J4, Admiral Holder [Vice Admiral Gordon S., 
Director of Logistics, Joint Staff, September 2001 to August 2004] , and 



The Joint Logistics Board was co-chained by [he deputy undersecretary of defense for logistìcs and materia] 
miaiiagernerit and Xh^ Joint Staff J4. and eoinpùsed ùf ihc immi senior Ingisticians from the Services^ Joint Staff, 
USTRANSCOM and DLA to recommend imprùvemcntji in DOD logisucs and supply chain managemenC- 

The JLG was a subordinate body of the JLB to entìure veLting of kcy joint logisitics isisues and proposals at ihe 
one- and twù-stiir Eevc], prior to or in lieu of review by the JLB. 

"-^ The TRANSCOM depuLy commander chaired the DTTF. which inciiided itnior logisticians trom OSD, thc Jotnt 
Staff, the Services. DLA, and die combatant commands to advise the distribuiion prtMzcsi òwner on process 
improvcments. 
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novv General McNabb^'^ [Air Force Lieutenant General Dartcan J,, 
Director of Logistics, Joint Staff, August 20O4 to October 2005]; and the 
Services^ installation and logistics deputies. All of these things mn 
together in my mind, It's hard to keep track of which meeiing you're 
going to, who the members are. what's the point, and what's the mission 
of that particular organization, because vve have a iot of redundancy in that 
arena. 



Dr. Smith: 
Gen Hughey: 

Dr, Smith: 



Do you think it's too bureaucratic? 

1 think there are too many different groups composed of the same people 
working on the same problems, 

We saw sorae of that here within the structure we set up in TRANSCOM 
with the Distrìbution Working Group [DWG] seeming to involve the 
same people working the same issues as the Distribution Transfonnatioii 
Task Force. 



Gen Hughey: 



Dr. Smith: 



I think we smoothed that out a lot. At least, we focused the efforts within 
the DPO with this Distribulion Transformation Task Force, We have that 
pretty well streamlined. That's working very welL We're making 
headway, I don't see the quick gains at the JLB, JLG, or those other 
organizations, You have to remember that TRANSCOM is a very 
operatioTially oriented organization, When we decide to do somethìng, we 
usuaÌJy get it done pretty quickly. 

Let's look specifically at the Distribution Transformation Task Force. 
You chair it. Smce it met for the first time in Deceraber 2003, there have 
been five raeetings. The last one was in August 2004. Are you pleased 



General McNabb received Senate confirmation of hts promotion to foLjr-slar on 3 OcLober 2005 and assumed 
command of ihe Alr Mobility Conimand on 14 October 2005. 

A Ieve3 bck>%v the DTTF, the DisLribution Wurking Group, cornposed of one-star logisticians from across DOD 
*ind chaired by the TCJ5, vetted the- work of the integratfid proccss Lcams fTPTs) establishe<3 by the DTTF. 
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with the progrcss that's been made? 



Gei) Hughey: I am now, I wasn't ìnitially. rm a very ìiripatient person. It didn*t seem 

like we were making any headway. We were having too many fights at 
the colonel level. Tm a "POA&.M" guy, plan of action and milestones. 
Tell me what you're- going to do, w^hen you're going to do it, what the 
steps are in between, and when are you going lo arrive at completion of 
those steps. Then come back ìn and tell me where you arc. That*s the 
way I like to do things. Tt just wasn't happening very fast. Quitc frankly, 
it was too big to get my arms around, There were something hke eleven 
different IPTs [integrated process teams]. What we did was reorganize 
and form those IPTs under four genera! officers, and since then Tm much 
happier with the progress thai's been made/ it covers the full spectrum 
of distribution, And we may add another pilJar. When we get to certain 
areas of accomphshmeut and we see where we need to bring someone else 
into the fold because of coordination and synchronization issues, we'II 
form another pillar, put another flag officer in charge. I see the DTTF as a 
lìving, breathing organization that is going to be subject to change and is 
golng to continue for awhile, The DTTF keeps the Services and the 
COCOMs informed and makes recoramendations to the Executive 
Board,' The reai decisions ane made at that next level. 

Dr. Smith; Do you think that another pillar is needed? 

Gen Hughey: There may be a piiìar that's required because of fhìs JDPO—joint 

deployment process owner—responsibihty that Joint Forces Command 



In thc .^ummer of 2004, to speed up chan^c and pnovide bener contro! over the proliferadon of IPTs, Gcneral 
Handy eliminated the DWG and organizcd IFT5. into six functional groupings or piliars-execution, intcgrated 
distribution, lìnancia], information Eechnologyj human realniT and process--each headed by a general/flag offìnicr or 
senior executive servic^ nieinber from TRANSCOM or DLA. 

Crcated Eo oversee the DPO process, the DPO EsecuLÌve Board mct for the fìrst Cime on 18 October 2004. It 
consisted of Ganeral Handy, Vtce Admira] Lippert, Lieutenant General Duncan McNabb, and Mr. Bradiey Berkson, 
AcLing Uiid(;r;icc.retary of Defense for AcquiijiEionH Technology, and Logisiics (U5D AT&L). 
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owns.^^ We may need another pillar to synchronize the JDPO with the 
DPO, 

Dr. Sjnith: Do you see that authority, the JDPO, b€ing combined in TRANSCOM 

along with the distribution process owner? 

GenHughey: Noi really. Therc's an attempt to do that, but it's tuming out to be the 

same turf fight we had with OSD with regard to DLA and TRANSCOM.^^ 
It's a turf battle that, in my opinion, is just going to expend energy and 
prodLice nothing, so it's better to come together !ike \ve did with DLA and 
say, "Okay, we ean work on thi&. We can figure out where the fifty yard 
line is, cìnd we can do this as a partnership rather than taking back the 
deployment process.^' 

Relatiomhip Between United States Tramportation Command 
And the Defense Logistics Agency 

Dr, Smlth: Before 16 Sepcember 2003 TRANSCOM had been advocating making 

DLA a component of TRAKSCOM, Your predecessor, General Brown, 
worked hard on that issue, You have said that the TRANSCOM-DLA 
partnership is working well. Is that becaose of personalities? Will it 
continue to work if the personalities change? 

Gen Hughey: Keith Lipperi and I had an understanding that it was really up to the two 

organizaiions to come together in some way, regardlcss of who ended up 
in charge-'-if therc was one in charge of the other, Even though there was 
a food fisht going on, undemeath there was an understanding that when it 



The Secretar>' of Defense designated United S(ales Atlanlic Command, later redesignated US Joint Forces 
Command, as the joint deployment distribution owner on 23 October 1998 to solve joint deployment and 
redepltjymcnE process functions that span functionat and organizational boundaries- 

Shortly after assumin^ command in Kovember 2001, General Handy proposed lo the Secretar>' of Dcicnjic that 
DLA, whùsc directiLjr rcporL^s to USD AT(^L, be made a component of TRANSCOM to intcgrate strategic 
transportation and wholesale supply functiùnti undcr onc combaiant cùmmander. After two years of study and 
political infightmg, the SECDEF reiade TRANSCOM the distribu[ion process owner, but lefl: DLA aligned under 
U3D AT&L. 
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was all said and dom, we were going to have to work together, Therie was 
an effort on the part of Keith Lippcrt and myself not to create too mijch 
bad blood between the staffs, to try to keep that down to a low boil, and 
eventually it worked out, There was a mccting of the minds bctween 
OSD, General Handy, and Keith Lippert. 1 think we've done a masteiful 
job of overcoming thc bad blood that was created during that year, year 
and a half, when that food fight was going on. 1 don't know who started 
it, and I'm not sure that's even important at this point. 

Dr Smith: Do you think there are some areas where the working relationship between 

DLA and TRANSCOM still necds to be improved? 

Gen Hugbey: Yes. I don't have any specifics, but it*s a relationship that we have to 

coniinue to foster, We can't take it for granted. I don't know of any 
specific issues. We both want the same thing. We want superb support to 
the warfighter. And we want Eo do iL most effectively and most 
efficiently. Working together, we can do that, and we are doing that, A 
good example is the forward depots that DLA ìs moving into the theatcr,''^^ 
and the intent in tbe future to establish forward depots as soon as the 
deploymcnt occurs, rather than waiting two years^ 

Dr. Smith: Do you think the relationship we have together has helped DLA be more 

operational in iheir thinking? 

Gen Hughey: Yes! And they've helped us. Tt's a two-way street. We have a better 

undcrstanding of what their requirements are. They have a better 
undci'standing of what our capabilities are. Because of our mutual desire 
to do the right ihing by the combatani commander, we're able to work 
very closely together, and with a great deaJ of camaraderie. I think right 



■'^ On 30 AugusL 2004. DLA opened a warehouse and distribution center tn Kuwait just outside Camp Ariljan that 
stoeks, packs, and ships high deniand supply items to milhary units rhroughoiac Southwe^t Ai^in. Plans ùit underway 
tcj cneate a deployable distrLbutior^ center that can be sent forward Tnuch earlier in a contingtncy. The benefits of 
foru'ard iLO^kage includc lcss necd for tran&porting supply items by air from tbe United Siates^ shorter custoraer 
wait times, and reduced cosis. 
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now we have a very healthy, very good persoiìal relatioiìship with the 
leadership ai DLA, li's a partnership that wili just get better and better 
with tima. 

Theater Logistics Issues in United States Pacific Command 

Dr, Sniith: You went to Korea and [USJPACOM [United States Pacific Commatid] 

last August for an exercise and to discuss theater logistics issues. How did 
the trip go? 

Gen Hughey: The trip reflected our success in creating the CENTCOM DepJoynient 

Disiribution Operations Ccntcr, Word of that got to General LaPorte 
[Army General Lèon J., Commander in Chicf, United Kations Command 
and Republic of Korea/United Statcs Combined Forces Command and 
Commander, United States Forces Korea. May 2002 to February 2006] in 
Korea, and he said, '1 donH know what this thing is, but I've heard about 
what theyVe doing, and I want one." Korea is a theater that is ripe for a 
DDOC, because it is a very mature theatcr. Over the years since the 
armi&tice,^ every time there has been an issue or a new problcm with 
distribution, the US and Repubhc of Korea [ROK] forces crcatcd a new 
entity, a new agency to handle it. There are a number of logistics-oriented 
units, if you will, in Korea that are all stovcpiped. They all do their own 
thing, and they very scldom work together to create the efficiencies that 
are possible. 

In terms of infrastructure, Korea is a very raodem country. It has good 
raii, great roads, good airports and facilities, and a mar\''eious coastal ferry 
systcm. The transportation network in Korea is probably bcttcr than it is 
in the United States, when you iook at the size of the country and the 



On 27 Ju!y 1953 che mililary armistice agreement between ihe Unired Natjons Command, the Noith Korean 
People's Army, and the Chinese Cùmmgnijt Forces wenL into effect. The armistice provided for an armed truce to 
cnd hostilitàes. a demarcation lirie betwccn North and South Korea, a deniilitarLzed zone on eithtr &ide of that line, 
and procedm'es for ihc cxchange of prisoners of svar^ 
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nexibility that they have with regard to transpoitation, The difficulty that 
Gerieral LaPorte has h not only docs he lun a sub-unified command, but 
everything he does has to bc coordinated with the Koreans, It's a 
combìned organization. 

We went out therc to take a look at what we, TRANSCOM, thought we 
might be able to do to bring sotnc of these agencies together and 
syncbronize iheir efforts to make distribution more effectivc and effìcient 
for the warfighter, A TRANSCOM team had gone out there during 
RSO&I^^ [reception, staging, onward movement, and integration] in the 
spring at General LaPortc's invitation and had done an assessment. And 
we went back oiit there ìn August during Ulchi Focas Lens"'" to give him a 
feel for what we had come up wìih. We presentcd that to General 
LaPorte's staff, and then we had about thirty minutes with General 
LaPorte to give him the brief. It was all very weli receìved. 

US Forces Korea is a snb-unified command under PACOM, so ìi was very 
important that we also went to PACOM to brief the staff there. There's 
always bcen, I guess, this little bit of friction as to who does what for 
whom with regard to logistics in the Korean theater, and PACOM didn'i 
want to be left out, They wiint a DDOC. PACOM is certainly not Korca- 
ccntric. Thcrc are a lot of othcr areas of concem within PACOM. It's the 
biggest of all the combatani commands in area of responsibility. So we 
briefed them on where we were in terms of helping them establish a 
PDDOC tPACOM DDOCL 



A co mmand esLablis.hed by comimiindcrs ui' QnLÈìed ccinimands to cgnduct {>pcraEi{>n}i im a c^mtinumg bàiis in 
accordance wiLh ihe criieria seL forLh for unificd communds. Tbc Chairman of thc JoinL ChiefEi of Staff musl 
authorizie esrablishment of a sub-unifìed command. 

^ Reception, Sta^ing^ Onward Movemert. and IntegtratLon/Foa! Eagle is an aifinual joiiit and combàned exercise held 
in Ehc §pring in the Republic of Korea that tests the ability of the RepLibltc of Korea to defend itself with the 

aS!iia.Lancc {>f US forces- 

Ulchi Focus Lens is an armtial joint and combincd command post exencLse held in the summer in tht Rcpublic of 
Korca to tc^t plans for the defense of the Republic of Korea. 
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The important point here is that when %ve went to CENTCOM, they 
needed someone to siop the bleeding. They needed something fìxed right 
now. And the only way to do that was to take our authorities as the DPO 
and create the CDDOC. Bjild it, train it, and pul it in placc for them and 
say, "Okay, here it is. It's yours. Now you comin.and it." Wc can't do 
that with every combatant command, We simpìy cannot do i:hat. And we 
don't intend to continue doing it in CENTCOM. As soon as we can find a 
way, and as soon as CENTCOM can find the time and the energy to 
devote to it, CENTCOM needs to reorganize its own assets and develop 
this DDOC capabilìty, 

Now, they will always need some '*pros from Dover/' That's not my 
terminology, that's what the COCOMs are calhng us, The people we send 
out there are the "pros from Dover." You need people who have the 
reachback and thc knowlcdge of thcir ovvn organization. If you recall, the 
DDOC is not only composed of peoplc from TRANSCOM, it's peopìe 
from all of our components, from DLA, from the Air Force Materiei 
Command, the Arniy Materiel Command, the Marine Corps Logistics 
Command, and finally the Navy N4 [Fleei Readiness and Logistics 
Directorate]. There is always going to be a requirement to have some of 
those people. Do we need the numbers that we sent out there? We can't 
afford it, and I really don't believe we need that many people, Once 
combatant commands get used to the procedure, and they buiid their own 
organizations, 1 think we'll quickly find Lhat ii's not going to require all 
that many people from us. 

Should we train up morc pcoplc who are area-specific? I mean, should we 
have a PACOM cell in our own DDOC that would deploy forward? 
Should we havc a CENTCOM cell? Should we have cells for each of the 
combatant commands? Probably so. That way when an individual comes 



Sbng phrase for outside consultantti brought in xo troubleshoot a problem. The phrase orìginatjed in the book 
M*A by Rjchard Hooker- 
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to TRANSCOM and is assigned to the Korean cell in our DDOCj he or 
she can become very familiar with the war plans, do all the exercises out 
in Korea, and becomc immersed in that COCOM's logistìcs culture, so 
that when he or she does deploy as one of the ''pros from Dover," there ìs 
no getting up to speed; that individual is ready to stan working. 

So the rationale behind our visit was to explain to General LaPorte and to 
the PACOM staff what we were up to, and what our thinldng was in the 
long-term, in tcrms of, 'Tou realiy have the assets here to do this, You 
just need to reorganize a bit and then we can provide you some 'pros from 
Dover,'" 

Dr. Smith: You talk about Korea being a joint and a conibined theater. Are there 

plans to make a KDDOC [Korean DDOC] that would be a combined US 
and KoreaB entity? 

Gen Hughey; You're going to have to make it combined, because you're goins. to have 

to have representatives in there from what they call the Combined 
Transportation Movement Center [CTMC], That is a combined 
organization that controls all commercial traffic during a contingency. 
The CTMC has been under-funded and under-focused, if you will, and the 
ROK/US Combined Forces Command is just now starting to realize the 
importance of ihis organization. It's commanded by a Korean general 
officer with a US colonel as the deputy. That organization needs to be 
fleshed out, made a Htde more robust, and given thc IT [information 
tcchnology] ii needs, That's where the CTMC has really be«n behind, 
because it didn t have the IT to do all the things people were expecting it 
to do, The CTMC was given a mission and then let go. Tbe only time 
you ever see or hear from the CTMC is during Ulchi Focus Lens and 
RSO&I. No one really knows what it is and what it's supposed to do. 
That's a challenge. 



41 



The KDDOC is goii^g to have to be combincd, because therc is a 
trcmendous amount of commercial [raffic in Korea. Thc intratheaier 
business will be key. The CTMC is going to be key to maldng the 
distribuliori proccss work smoothly at the operational level of war, WeVc 
going to have to have representativcs from them with us or representadves 
from us with Lhem. 

Dr, Smith; Clearly DDOCs aren't ''one size fìts all." The concept is universal but the 

applicatìon is goìng to vary by theater and by circumstance, 

Gen Hughey: Right. A vcry good example of that was the excursion down in Haiti,^^ 

We sent three or four peoplc from SDDC and told thcm to function as the 
DDOC forward. And they were able to do that. We never built up excess 
suppHes. We never overwhelmed the task force commander. He was in 
control of the flow, which is exactly w^hat we wanted, Thai worked out 
perfectly. It was a very good example of how^ tailorable the DDOC is. 
Three or four people were all that were involved in that. 

Dr. Smith: You raised the issue of whethcr TRANSCOM oughL lo havc cclis or 

groups of people who are focused on other sheaters to help work the 
exerciscs and work with the DDOCs there. Do yoo sce that as a role for 
reservists? 

Gen Hughey; Not necessanly. T don't see a spccific role for reservists. For us to say, 

"Qh, that^s a good rolc for a reserv''ist'' is the wrong approach. Thcy don't 
have to work in the cell all the time, but thene has to be socie active duty 
personncl in those cells who are totally familiar with the theater and have 
the reachback capability. To make it a reservist billet is not a good idea at 
ail, because in a conflict we sometimes don't get the pcrson we were 
counting on getting whcn mobilization starts, We end up with someone 



On 29 Febmary 2004 PriesjdeitL George W. Bush ordered US Marines into Haili as part of intemational 
stabìlization force afcer the Haitian pj-esident, Jean-Beirtrand Aristide, lefl Ehe countrj' fcj]k>wing two years of 
violcntc and political upheavaL The inEervention, called Operation Soeurt; Tomorrow, la^ted utiLÌi July 2004^ 
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who's filling a billet but knows absolutely nothing about TRANSCOM, 
They're fme if we can keep them here, because then we can bring them 
along. But to take somebody hke that and send them to Korca, they really 
don't have Ihe reachback, they don't know anybody in the organization, 
and they don'E have the knowledge of how we operate. So that's not a 
good job for the reser\^ists. 

Joint Theater Logistics Commanàer Initiutive 

Dr. Snnith- Let's look at the bigger theater pìcture. TRAKSCOM, and General Handy 

especially, has become the proponent of the joint theater logistics [JTL] 
commander or organìzatìon. It would be on a par with the combiried force 
air component commander, the combined force land component 
commander, or the combined force special operations component 
coniniander."*^^ What can you tell me about thatj and how that has been 
developing? 

Gen Hughey' Joim theater logistics is criticak As I've said before, this nation has 

tremendous strategic logistìcs capability. So tremendous that we can 
easily overwhelm any comba^ant command anyw'here, an\i:ime. We can 
just load him ap co the extent that he can't process it. He simply cannot 
accept it. And we*ve done it. We did it in the tìrst Gulf War. We started 
to do that in Afghanistan until we got a handle on the situation. 

At the tactical level of W'^ar, we're also very good, The Services have 
husbanded their resources to the extent that when they have to move 
something around the battlefield at the tactical level, they're very good at 
it. When you get to the division level or the FSSG [Force Service Support 
Group] at the Marine Corps levcl and below, the Army and Marines have 



The combined force air, hmd^ and special operatioris component commanders are iht oommanderi within a 
cùmbincd command (made up of tJS and albed forces) resporsible for making recommendations on Lhe proper 
employment of a&biigned, attached. and/or made availablc for tasking air, land, and special forces; and planrLÌng atid 
coordinaLing air^ land. and apccial forces operaiiojis reàpectively. 
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rhe trucks, airplanes, and thc helicoptei^ to do a very good job of 
distributing supplies on the battlefield. 

It's at the operational level of war, which is supposed to be s>Tìchronizing 
the strategic flow with the tactical abihty to distribute, that we faM apan. 
We fall apart there because no one has really been given the responsibiiity 
or thc wherewithal to pull ìt off. The person who's most conceined about 
that, and who needs to be able to controt distribution at the operationaJ 
leveK is the combaiaTit commander. Tt's clearly his responsibility, Yet he 
has no force that he can assign to that mission, It doesn't esist- If he 
wants to do anything as a combatant conimander in line with the priorities 
that he's set, he has to go begging for forces to do that. Or he has to task 
the force that wasn't expecting to have lo do that. From what Fve seen 
during my career, we, ihe warfighters. desperately need sOTneihing at the 
theater level, at the operational level of war, working under the combatant 
commander, that can provide logistics support and distribution. And that 
is a joint logistics theater command. 

A loi of this comes from my own culture. In ihe Marine Corps our Marine 
Air-Ground Task Force [MAGTF]— which is how wc fight— consists of a 
headquarters, a command and control element, a ground combat element, 
an air combai element, and a combat service support element. The 
MAGTF commander uses the combat service suppon eìement to 
coordinatc logistics stipport and distribution within the batde space. 
That's at the tactical level. If you move that up one notch to the 
opcrational level of war, you just need the same thing. We have a 
CFLCC, a combined force land component commanden who does the 
ground stuff. We have a CFACC, a combined force air component 
commander. But we don't have a combined force combat service support 
or logistics commander. That's what the joint theater logìstics command 
would provide to the COCOM. That command would be responsible for 
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synchronizing strategìc flow with tactical dìstribution, which is the 
problenQ that we have today. 

TRANSCOM is going to have a key role in establishing that, The 
command has been at work on it now for eighteen months, tr>ing to get 
people to understand the impojlance and the requirement for this. The 
Army and the Marine Corps are sold on it. They fuUy understand that yes, 
that's what we ah need. TRANSCOM has had some resistance from the 
Air Force, and to some extent the Navy, but not much, The problem with 
the Navy and the Air Force is they shrug their shoulders and ask. "'Why? 
Everything is fine with us. What do we need this for?" The reason that 
they feel this w'ay is because the port of debarkation, whether it is a 
seaport or an airport, in most cases is the end of the hne for them. They 
don't really have tactical dìstribution requirements that they need to 
synchronize. Usually when it geLS to a port, ihey're done, WeVe just 
trying to do the same thitig for the Army and the Marine Coips, so that 
when we hand off responsibihty at the port of debarkation, there^s an 
agency responsible for getting the cargo from the port of debarkation to 
the tactìcal distributlon command, if you wiU. That doesn't exist today, I 
think it's going to, and TRANSCOM is going to play a key roie in making 
that happen, 

Dr. Smith: We've talked about the Services. What do the combatant commanders 

think about the concept? 

Gen Hughey: Right now, as of November of 2004, CENTCOM is really w^here the sense 

of urgency is, That^s wherc everyone recognizes that we need it, but, 
quite frankly, that's one chip too many. General Abìzaid [Army Generai 
John P., Commander, United States Central Command, July 2003 to the 
present] has other, raorc urgent, concems. He's trying to fight a war. 
When it comes to spending chips or calhng in chips, he's very reluctant to 
use any in the logistics arena, because everything is sort of working. It*s 
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going to be up to TRANSCOM to drìve this through the Tank and 
establish doctrine. We probably have some really great possibilities in 
Korca and in Europe to establish joint theater logistics commands, because 
they C'àJì focus on it right now, They can spend some poìitical capital to 
make this happen, I think that's really our best opportunity to estabhsh a 
joint theater logistìcs command within a combatant command's AOR 
[area of responsibility], Right novv the focus needs to be on Korea and 
Europe. 

Dr. Smith: How is it that we have the lead? Is it because we are a combatant 

command and from our perspective can see these seams? 

Gen Hughey: 1 think it's the distribution issue„ TRANSCOM is the one most impacted, 

and as the DPO, we're responsible from factory to foxhole. TRANSCOM 
is real good from factory to port of debarkation, but how do wc get it from 
there to the foxhole? That's our Ìssue. If that's our mission, jf that's our 
responsibiliiy, then it's incumbent on us to say, ''Hey, here's the problem. 
Here's whac we need to create to do that." But clearly it's not a 
TRANSCOM mission; it's something that needs to be in the toolbox of 
every combatant commander, because that's how we'U do throughput, 

Dr. Smith: Has the joint theater logistics command concept been scheduled to go lo 

the Tank? 

Gen Hughey: No, And I don't know that we're ready for thai. Wc really need to get 

Korea and EUCOM on board first. If we went to the Tank rìght now, 
we'd have total support from the Army and the Marine Corps, but the 
biggest contcnder would be the Air Force, and tbey are powerfuL So we 
have to get some combatant commands to go along with this thìng for us 
to be able to brief the Tank. Our greacest ally is General Schoomacher 



The Tank is che mformaE jiame for the Joint Chiefs of Staff eonference rfH>m in the Pentagon, vyhich is also knowu 
£is thc Gold Rooin. The Tank is used for meedngs gf the Jolnl: Chiefs of Staff chaired by the- Chairman or Vicc 
Chairman; thc Operations Deputics of the Services, chaircd hy Ihe Director, Joint Staff: or ihe Deputy Operations 
DepuEies, chaired by the Vice Dircctor, Joint Staff, to addrcas Ì5SLie& requitrtng appmval of dli thc ScrvicesK 
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[Army General Peter J, Chief of Staff of the Army, August 2003 to the 
present], because he's already said he'd give up Ihe theater support 
command for a joint theater logìstics command. That wiU be the nucleus, 
But the other Services wjll have to potiy up resources as well. That scares 
me, because they have al! their eggs iti the tactical distribuÈion basket, 
which they do very well, and we certainly don't watìt to mess with that 
But we have to come up with something, whether it's an additional 
structure or the Reserves, that is absolutely commiited to theater logistics. 
I don't know how we are goìng to do it. Ciearly, there is going to have to 
be some restructuring of the active duty force. 



Dr, Smith: 
Gen Hijghey: 
Dr Smith: 



It's partially a force stmcture isstie? 



It is. Very much so. 



Tve heard it said that the theater DDOC then would essentìally be the 
operations center for the joint theater logistics command. 



Gen Hushev: 



There will be more to a joitit theater logistics command than dìstribution. 
The DDOC will be best positioned there rather than under the J4. 



Dr. Smith: 



Because it*s a command and control execution agency, a tasking 
authoritv? 



Gen Hughey: 



Yes. 
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USTRANSCOM Reorgammtìon 



Dr. Smith: 



Your predecessor, Lieutenant General Dan Brown, spearheaded a 
reorganization of the command thai was based in part on a mandated 15 
percent manpower reduction that we were facing,'^^ That ne w organization 
was implemented in early 2003, Part of the restructuring involved 
breaking up the [TC]J3/4 [Operaiions and Logistics Directorate, 
USTRANSCOM], moving sorae of those J4 functions into the J5, and 
assigning Èhe rest elsewhere in the coramand, From your perspective, has 
that reorganization that we put ìnto effect in early 2003 worked out? 



Gen Hughey 



Dr. Smith: 
Gen Hughey: 

Dr. Smith: 



Dan Brown spearheaded this reorganization, but when I came here and 
took his place, 1 was not the spearhead. Butch Pair, our chief of staff, is 
really the guy who drove that. The success of the reorganizatìon, in my 
opinion and during my watch anyway, is totally attributable to Butch Pair 
and his ieadership, He put that thing togethcr. He drove it home. Tt was 
his baby. As far as Fm concemed, he's what got ns through this very 
challcnging last tweniy-six months that I've be^n here. Extremely 
successfuh We*ve just been blessed to have a chief of staff of his cahber. 

Do you think we need to reexamine our stmcture for the DP07 

Continnous process iraprovement requires you to continually look at your 
organization. And we are doing that. 

Do you think the DPO mission is going to require some organizational 
changes in TRANSCOM? 



*^ In 2002 the Secretary oE" Defiense levied a 15 [^ercent irLanpower reducuon on combatatit commands to prtimote 
cfiìciencses and offset marpower requLrements for the ii£w US Narthern Commanrd activated 17 April 2002. To 
implemerii; Ehese cucs, General Handy formed a Brain TrLL^L headed by the chìef of scaff and comprised of the 
directors lo develop an {>pi.imal organiz.ation. x'^mong thc changes, TRANSCOM streamlined the dirttctorate. of 
operations and Jogistics (TCJ3/4) by movmg the logisLÈc^, plans, fufure requirements, training and {ixcrc.ise&, lessoDS 
learned^ and process improvemcnt functions to the directoratc of plans and pohcy (TCJ5), which was renamed the 
directorate of straiegy, plans, policy, and programs, leaving an operatiocii directorate (TCJ3) dedicated to warfighter 
operations. 
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Geii Hughey 



Dr, Smith: 



Gen Hughey: 



Dr. Smith: 



Gcn Hughey; 



It already has within ihc J3 and ccrtainly within thc planning aspects of the 
J5, There have been changes to the organization, but I think it reflects the 
flexibility of the organization that was organized under Butch Fair's 
leadership. 

What about some of the skill sets in our work force as a resuU of DPO? 
Are we going èo need to deveJop some supply chain management or 
enginecring cxpertise? 

There will be some of that, but I think we're doing a pretty good job 
bccausc of our relationship with DLA, That's where the real expertise lies 
in terms of inventory management. We have the expertise in movement, 
When we put our two heads together, that' s when things gei done. That's 
the best way to do it. because if you tr"y to bring experts in here, then ìt 
looks iike ii's coming from TRAKSCOM, That's not what we want, We 
want it to be a mutually agreed upon efficiency beiween DLA, 
TRANSCOM, and our othcr logistics partners. 

As part of the 2003 rcorganizationj there was a suiface cell established in 
the TRANSCOM DDOC. That seems to have worked out pretty well in 
coordinating surface transponation with the componenLs, providing the 
oversight, rcachback, and so on. Do you think it's time to start thinking cf 
establishing a single surface component command under TRANSCOM? 

We looked at that, We looked at taking the pari of MSC that's dedicated 
to TRANSCOM, pulhng that out and planting it in SDDC, and just having 
onc surface comraand. But there is far too much expenise within Military 
Seahft Command. They know this business better than anyone else, and 
we would rcally lose something if we somchow took them out of the 
picture. We need that command and the relationship that they've 
establishcd with Lhe commercial industry—which is a very good one-to 
continue, I see a continuous and closer partnership in terms of what they 
do. Maybe TRANSCOM promotes that by creatìng this surface cell. T 
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really believe £hat, after tiaving looked at it, we havc to maintain the three 
components. 



Dr. Smith: 



Gen Hughey: 



MTMC [Military Traffic Management Command] was redesignated the 
Surface Deployment and Distiibution Command in early 2004. Has this 
been a name change only, or have you seen fundamenta] changea in that 
command's mission and the way it does its busincss? 

It just better reflects their mission, I mean, Mihtary Traffic Management 
Command? That was their old name. Ts that what they did, manage 
traffic? 1 don't think so. Surface Deployment and Distnbution Command 
more clearly defines their mission, both for the Army and for 
TRANSCOM. 



Sealift and Airlift Issues 



Dr. Smith: 



Gen Hughey: 



Tell nne about your involvement in sealìft fssues. You*ve becn a member 
of the Sealift Committee at NDTA"^"^ [National Defense Transportation 
Associaiion] and of the Executive Working Group [EWG] with the 
VISA"^ [Voluniar\' Intermodal Sealift Agreement] program, Teil me a 
Jittle bit about whai you've done there, 

TRANSCOM, through the EWG, has been able to take a leadership role in 
bringing our coraponenis, the unions, and the maritime ìndustry together 
to operate as a team, The Executive Working Group is a very active 



NDTA is a itorL-pronL, non-politicaU educational asscciatiùn comrniued to tbsteriDg partnerahips between 
governmefit, miiitajy, nud indystTy and malntaining a strong and efficient globaJ transportation, travel, and 
distribytìofi system ìn suppon of n^tional security. 

The Voluntary Intermodal Scalift Agreement (VISA). developed ttirough a partnership betweert DOD, 
Depariment of Transportation, Maritime Administracion^ and US flag commercial scalifi industry, establishe-s the 
order in wbich government-owned mErchant ships and private sector maritime asscts are called up in a war or 
TiaLional emergency. As of 2004 ^ approximately 100 ships were enrolled in the pnìgram, 47 of which received a 
governmeni subsidy under Che Maritime Sccurity Program (MSF), The VISA ExecnLive Working Group is a NDTA 
Military Sealift Còmmittee-sponsored working group con!?isLing of members from DOD, MariLime Admini&trationj 
US flag commercial carriers, and representacives from thc US maritime labor unions to ensure governmenL and 
indusnry meet the intenL of ihe VLS A program. 



50 



organization, We're very busy. We*ve been able to discuss the problems 
that the maritime industry was having and come up with solutiotis, I 
would like to see the same organizational abiltty to coordinate the efforts 
and to really clear up the eommunications, resolve the couflicts, and fix 
the problems for the air side, railroads, and trucks, Right now theyVe 
been run by our components, but I really believe ii all ought to come under 
TRANSCOM We ought to have all of those organizations. I think we'll 
move in that direction due to of the success we\e had with the EWG and 
the MìJitar}' Sealift Committee. There are a lot of great folks in those two 
groups. 

I was a Marine logistician when I came to this job. When it comes to 
transpoitation, we Marines have fivc- and seven-ton trucks that leak a lot 
of oiL [Laughter] I'd Tiever even commanded a truck platoon, so my 
experìence in ttansportation was limited, to say the least, The first EWG 
that I went to, I was, you can understand, a bit intimidated, mostly due to 
my lack of experience and knowledge with regard to the marìtime 
industry. Bnt there was such an outpourìng of warmth from these 
maA'elous Americans who make up the maritime industry and the unions 
that by the end of the two-day meeting, I knew there was someone in that 
group who would help me with any problem I encountered as deputy 
commander of TR ANSCOM. 

At the time I didn't realize the extent of my challenges at TRANSCOM, 
nor did I rcalize the number of friends I reaJIy had. Of a.11 the things that 
rve done at TRANSCOM, working with the maritime industry has been 
the most enjoyable and most salisfying. 1 made a lot of frìends. These are 
wonderful people who do a great service. and an industry that is absoJutely 
vital to our continued economic prosperity, It's something that we have to 
continue to focus on, and work hard with our legislators to make sure that 
the programs we have ìnstituted aie vital and remain robust, We cannot 
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afford to ever lose sighr of the impOTtaiice of being a strong maritime 
nation , And you can't do that without a strong commercial backbone. 



Dr. Smith: What are some of the things that TRANSCOM has done to heJp ensure 

that? 

GenHughey: Oh, MSP [Maritime Security Program]/^ VISA, shipbuilding program. 

We're a very powerfiil proponent of the maritime industry. 

Dr, Smith: One of the things we've done recently is to ensune we look to commercial 

canicrs first for sealift before using our organic assets. 

GenHughey: That's always been the TRANSCOM policy, but we haven't always 

executed it that way, A ìot of it w^as simply because the deployment 
sequence didn't allow us the time to contract with the commercial 
industry. We'vc managed to take some risks and change some procedures 
that now allow^ us to give the maritime industry the lead time they need to 
respond to some of our requirements. Some of the things that are 
happening within the Maritime Security Program make me very confident 
that more and more of our deployment is going to be conducted by 
commercial carriers. We always have to watch the balance, because if you 
cut out the use of our own Ready Reserve Force [RRP],"^^ then you lose 
merchant mariner jobs, A robust merchant mariner population is criticai 
to having a robust maritime industry. We have to be very careful about 
what we do. There always has to be a balance maintained between how^ 
much traffic we give to coramercial ships that already have their mariners, 
and the amount that we give to the reserve fìeet that has to maintain a 



The Maritime SecLirity Program provides financial assistance to offset Ehe increased costs aascjciated w'nh 
operadng ji US-fìagged vcasc]. In return, participating carriers commit vessel capacity and their inLcrmodal 
transportation resources for DOD y&s in the evenc of conting.enciebi. MSP provides assured aiicess lo 
sealift/intermcxia] capacity and a readily available wùrlt forceof mercltant marincrs. 

US government-owned fìeet of cùmmercially designed dccp-draft ships of various cùnfigarations and capabiliLies 
maintained by the Maritime Adtninistraiion to respond within four, five. ten, or twenty days uj nationa] emergency 
sealift ric<]uirement$, ptirLiculai-ly the movcmcntof military uniL equipment. 
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maiiner base, and which hires more marinefs when we activate RRF shtps. 



Dr. Smith: 



Gen Hughey: 



Dr, Smith: 



Gen Hughey: 



Dr. Smith: 



Gen Hughey 



In recent weeks about 30 percent of our sealift has been handled by 
commercial charters. Do you think that's the right amount? 

Thirty percent Ìn terms of charter? Alraost all our snstainment goe-s by 
liner service, so it's realJy a heck of a lot more than 30 percent that we 
ship commercial. 

I was thinking Ìn terms of charter versus our reserve fleet. 

Then 30 percent is about right. And right now, that's about ali that the 
maritime industry can afford to provide us. That is good in terms of 
maxing them out; everyone is making money. That allows the maritime 
industry to recapitalì^e their fleets, These are good times right now for the 
maritime industry. But the good times were long Ìn coraing. 

You mentioned the commìttees that you served on at NDTA and that they 
helped you solve challcngcs at TRANSCOM. Can you ciie some specifìc 
examples where thal happened? 

Haiti was a good example. We shipped everythìng to Haiti commercially. 
The commercial industry stepped up and was able to provide that service. 
We worked with ihem to provide some of thc protcction thcy nccdcd, such 
as biological and chemical proCectÌve measures, to service some of the 
ports that we needed them lo sene. Whenever there's a problem, Ihe 
marveìous civilians and offìcers we have down in our sealift surface cell 
here in TRANSCOM work out a lot of the issues. Trying to open up the 
port of Al Zuba>T in Iraq, for instance. If it weren't for Maersk^^ and their 
ability to go in there and spend capital to get that port up and operating^ 
we wouldn't be using it. We doni have that capability. Those are the 
kinds of things I'm talking about-being able to pick up the phone and talk 



The Mjjersk Line. Limited opened a gaLeway to Iraq at che por£ of At Zuba>T located fìve miles north of the Umni 
Q^r tcrminal on the Khor Al Zubayr wdtcrvvay in March 2004. 
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to soracone who really knows what the hell theyVe talking about md 
knows how to do things. We do that every day, 

Dr. Smith: Durìng the OEF deploynnent phase in 2003, we activated CRAF, We 

didn't activate VISA. What went into the decision not to activate VISA? 

Geii Hughey: VISA ij^ designed never to be activated. We don't ever w^ant to have to 

activate VISA. We want theni lo come as volunteers. If we were to 
activate VISA, we could, in fact, destroy an American carrier's 
compctitive edge for a particular hner service, When we do that, a non- 
American flag canier steps in and lakcs over, and the American flag 
caiTÌer loses the business. When we're done with them, what do they go 
back to? They don't have anythìng to go back to, and eventually we don't 
have a US-flagged commercial fleet, The idea of ViSA is, through the 
Executive Working Grcup, to be able to get enough volunteers to be able 
to look at the whole rndusiry and say, ''Okay, I need three ships/' and get 
sorac from each, everyone making a contiibution that keeps them viable in 
the commercial sector, It keeps thcm competitive, bul at thc same ttme 
gives us what vve want. We doni cver want to take over ships, just like 
we'd prefer noi to ever have to take ovcr aircraft, If the carricr industries 
sec it as an advantage to give us what we need and nianage it themselves, 
that's really the best way to go. They know that business better than we 
do. 

That happened with CRAF Stage L"^^ We had as many volunteers as 
CRAF Stage I provided anyway, so the activation really had no adver&e 
irapact* 

Durìng the initial deploymcnt for Operation Iraqi Freedora, we didn't need 
to activate the CRAF cargo carriers because of the high number of 
volunteers. We did eventually have to activate part of the passcnger 

CRAF consists of aeromedical, nationa[ and inletnationa! ^icgments of passenger and cargo aircraft, each divided 
Lo three Idcrcasingly iarger "stagea'' designe^J lu mcct requireEiìems from comingeiicies to majtjr iheater wars. 



Dr. Smith: 



Gen Hughey: 
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scgment for a few nìonths. But we were very concemed about not doing 
that again during the rotations. And we managed not to have to do it. 



Bcoause of planning ahead and gìving them a chance to volunteer? 

Plannìng ahead and letting them know in advance what we need. The 
threat of activating VISA oi CRAF is enough to bring them to the table, to 
work very hard at giving us what wc need, when we need it, The 
commercial carriers are willing to do that. But there is very httle excess 
out there in the civihan airline business simply because they can't afford it 
anymore. The competition is so tight. If we take them off their routes, 
whene they would lose competitive advantagc, someone else is going to 
step in right away and fìll the vacuum, and it's going to be a non-US flag 
carrier. Tf that happens, their competitìve edge is gone, and eventually you 
won*t have a Civil Reserve Air Fleet, because you won't have American 
flag carriers. TRANSCOM worked very hard to make sure that didn't 
happeri, especiaily with all ihe problems the airline industry was having 
with the number of bankruptcies. If we had activated CRAF during the 
second deploymenl, we would have pushed a few major carriers into 
Chapler 10 [bankmptcy], and we cenainly didn't want to do that. 

Strategic Planning 

Dr. Smith: Your predecessor spent a good deal of time developing a strategic plan 

and metrics that were called strategic issues, which were reviewed every 
120 days, The last I.20-day strategic issues review took place on 
6 November 2002, Has this process been abandoned? 

Gen Hughey: Yes. About the time we really started engaging in the distribution process 

owner mission, General Handy didn't feel the strategic plan as we had 
been doing it in the past was fruitfuL It was a tremendous time drain on 
everyone, and we were up to our rear ends in alligators at the time with the 
war, It just wasn't bearing much fruit, whereas the distribution process 
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Gen Hughey: 



was somethiniT ihat we needed to take a hard look at. So that's where we 
spem our effort. 

Dr, Smith; What did the straEegic planning offsite in May 2003 accomph 

GenHughcy: The strategic plaTìning offsite was really our embarkation upon 

distrìbutìon process ownership. That's what happened, We got off of the 
old strategic plan and said, ''Let's sit down and figure out where we are 
going, and what TRANSCOM shoLild become.'' And that's when we 
invited Newt Gingrich^*^ herc, and we had a council. Kewt Gingrich has 
an eighty-pound brain and is just a wonderful guy to have aro'ond. He 
stimulates a lot of thinking, He crafted our vision siatement in which he 
included our distrìbution Tesponsibihties.^' We might have done some 
fine tuning with it, but it wasn't much. And we\e been off and running 
on ihat ever si nce. 



From 6-7 May 2003 Gcrcral Handy held a TRANSCOM visioiiÌTig conference lo dÈscuss tran5fornitT]o DOD 
distributÌorL artd logisiics. Paitìcipanbi inclijidcd the TRANSCOM senior leadcrs.hip; transpGrtaiiqn cùmponènt 
cominand commanders; reiired general ùfficer!i and DOD civilians wiLh logistics backgroiinds; a RAND Cùrpùration 
senior researchen a member of the SECDEF's Senior Execulive Council; and reLired Republican Cofi.gresÈman and 
former Speaker of tbe House Newt Gingrich. 

The formerRepublican Congressman and Speaker of the House. 

The visiùn staLement was ''USTRANSCOM provides the synchrorized transporration, djstribution, and 
susiainment which makes pKissiblc prùjectini; and maintainin^ natìonal power where needed witb tbe ijieatest specd 
aind agiliiy, the highest efficiency, and thc mosi neJiable: kvel ùf trusi and aqctiracy.''' The visiùn siatemeiit ebangcd 
in carly 2006. 
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Conchision 



ChaUenges 

Dr, Smith; What were your most difficull challcnges while serving as oar deputy 

commander? 

Gcn Hughey: When I first came on board it was trying to fìud a way to respond to the 

RFF/DEPORD mode of opcration that the Secretary of Defense had 
embarked upon. At that time I was really prelLy much in over ray head, 
Working out the procedures with CENTCOM and Joint Forces Command 
was a big challenge. The other challenge that consumed a ìot of my time 
has been the joint theater logistics coraraand and trying to resolvc the 
concems of the Serv^ces with regard to that. That's been a very slow and 
very challenging process, 

A ccom plis hm ents 

Dr. Smìth: What do you consider to bc your biggest successes. things where you may 

have had the most impact during your time here? 

Gen Hughey: We've been so busy with the alligators fìghting thc war that I have to think 

about this question. [Laughter] Fd say getting the Sendces, with the help 
of Joint Forces Command, to understand the planning requirements of the 
rotations and the necessìty to spread them out was one of my greater 
Successes in executing the war on ÈeTTOrism. Getting people to undcrstand 
that you have to spread out the deployment or redeplovTiìent or rotationt 
but not so much that you had only one-way trips. Now we do a rotation, 
and it's hardly noiiced by anyone. 

Another success has been working with the maiitime industry and keeping 
a team spirit among all the players. And bringing the DPO along as far as 
it's come, being involved in that. Ceitainly General Handy had more io 
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do with thai than any of us. Bob Dail^^ [ Army Major General Robert T., 
Director of Operaiions. USTRANSCOM, August 2003 to November 
20041 has done a marvelous job. Chris Ames |Navy Rear Admiral 
Chnstopher C. TCJ5, April 2002 to April 2004] and Marc Purcell [Navy 
Rear Admiral Marc L., TCJ5, April 2004 to July 2006] vvere exceptionaJ 
as the J5. Working with Ihe staff on DPO has bcen something we all can 
take credit for and be real proud of. 

Dr, Smith: What are you most proud of with regard to what the command has 

accomplished during your tenure? 

Gen Hughey: I think we can be most proud that we did our job. We did what everyone 

expecied of us, but at the same time we did so much more. I mean, we 
were comfortable with our mission, so comfortable that we pushed the 
envelope while we were fighting a war. People still maivel at that, When 
Tm out there visiting, people wi]| say. "I don't know how you do it at 
TRANSCOM, I just don't know how you've done it." Things hke the 
single ticket program^^ and making the roiation of forces for Iraqi 
Freedom and Enduring Freedom run smoothly has really dumbfounded 
pcople who aren 't here. To do that with the size of the staff that we have 
comparcd to othcr combatant commands says a heck of a lot about 
TRANSCOM. That was our job going in. But to do that to the 
amazement of everyone and then, in addirion to that, to improve 
distribution for no other reason than to benefit the warfighters, the 
combatant commanders, is something that we all can be very proud of, It 
astounds people that we would reach outside our mission and take on 
more, w hen people couldn't understand how we were accomplishing our 



"^^ Generad Dail was proniolecJ to lieutenant general with date of rank of L Janfuary 2005 and succetdcd General 
Hughey as deputy comniander of USTRANSCOM Èn November 2004, 

Thc ^ingk licket program was a USTRANSCOM iniLìative to schedule ihe unil movement of passengeis from 
point of depariurc a]] Lhe way to final desiinaLÈon befònc The start nf travel rather than ìxìoking them by segments as 
Lhej' were Lraveling.. This, redyced waiting lime n en route slopa, 
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mission to begìn with, [Lciughter] Tbat says a heck of a lot about this 
organization and ihe leiidership* 



Dr, Smiih: Is Ihere anythitig that you would have done differently or wished the 

cominand had done differently? 

Gen Hugheyt I wish some things hadn't happened. I wish we hadn't had a big row wìth 

[LSDJ ATScL over DLA and TRANSCOM, That consumed a lot of 
energy and went now here, But that wasn't all our doing. We didn't have 
control over most of that. It requircd a lot of energy to heaì the wounds 
and gct on with thc partnership that we ended up with. Tm just thankful 
that we had people like Keith Lippert and his folks, Dan Mongeon [Army 
Major General Daiìiel G., Director of Logistics Operations, DLA, October 
2003 to Octobcr 2005] and many of the others at DLA who rallied and 
rcalized we needed to comc togcthcr to thc benefit of the warfighter, and 
we did. I wish ìt hadn't happened, but was ìt TRANSCOM's fault? No, 
not entirely, That was really driven by other powers, 

Concerm for the Future 

Dr, Smith: VVhat worries you most about the command with rcgard to the future? Are 

ihere any clouds out there on the horizon? 

Gen Hughey: Yes. Making sure we get enough C-I7s is a concem, And Tm not sure 

how this tankcr thing^^ is going to be resolved. Those are areas that we 
have to be very concemed about and continue to drive, Ai the same time, 
we can'i have evcrything we want* because the nation can't afford it. The 
imporiant things are getting better utilization from our commercial 
partners while at the same time spcnding thc money we do have very 



In 2003 DOD appnùved ari Air Force proposal to lease 100 Boebg 767 tnnkers for $23 bìlEion^ but coitgii&saiorial 
concern over Ehe cosi of thc lea.sc and a scandal involving the second most senior Air Force procurement offìcial, 
Darlene Druyun, who infìaied Lhc cosx.^ of the lease and steered the contract toward Boeing in reiurn for ati execiJtive 
position with the company after shc rctired from government service, killed il. In the wake of the scanda), DOD 
undertook further study of the tanker replacement requirement^ the re£ijlt5 of which were still pcnding at the lime of 
ihis interview. 
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Dr, Smith: 
Gen Hughey: 



Dr. Smith: 



Gen Hushev: 



wisely, and being very judicious about what prcgrams that we drìve, It's 
going to be cmcial that we get the Mobility Capabilities Study^^ right> 
because that's going to be iJie basis for the decisions regarding resources 
in the future, 

What excites you the inost about the future of the command? 

The DPO and the lead that we've taken in joint theater logistics, If we can 
solve that problem, it's a legacy we can all be proud of, that we had a part 
in that. 1 bclieve we have the talent here to do that, We will pievail, And 
Lhat's exciting, Just how long is it going to take? I tell you, when you get 
down there in the Beltway, there are a lot of obstacles that you have to 
overcome. Sometimes you just can't see them until you stumble over 
them, [Laughter] 

We are entering a period of transition with your retirement and General 
Handy leaving in 2005. 

The next leader of TRANSCOM is going to be extremely important, 
whether or not he's dujil-hatted with AMC and TRANSCOM. 



Dr Smith: 



Gcn Hughey: 



Memorahle PeopÌe 

Who are the people you are going to remember most fnom this 
assignment? 

There have been just so many contributors to making TRANSCOM a 
success over the iast two or three years. General Handy, fiist all, who 
gave me this job and is retiring, is unforgettable. Dan McMiIlin [Danieì 
F., Senior Executive Senice (SES), Deputy Director, TCJ5. August 1997 
to August 2003 J was the dcputy down in the J5, and he got me staried. 



DOD iniEiaied the Mobtlity Capabilities Study (MCS) in June 2004. Completed ort 29 Deceitiber 2005, the suidy 
was designed in determLne whether the programmed Lransportatiftn tbrce structure would meet strate^v redijirements 
for2012. 
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Butch Pair, our chief of staffj has been such a marvelous partner and team 
player. Bill Weìser did a magnificent job. Bobby DaiJ, who has been the 
J3 and who is going to lake my job. vviìl do marvelous things for this 
eommiind. Bil Johnson^^ [Army Brigadier General William **Bil" H., 
Iiìdividual Mobilization Assistant and Deputy Director for Operations and 
Logistics, August 2001 to Jiine 2004], who was his deputy and a reservist, 
came on active duiy as ihe deputy J3 and is now on aclive duty now in 
Traq. Never going to forget him, Trish Young [Patricia M., SES> Eteputy 
Director for Strategies and Policy, TCJ5, December 2002 to January 
2005]; Marge Leclaire [Margaret, SES, Deputy Director for Plans and 
Programs, TCJ5, July 2003 to the present]; Chris Ames, who has a 
marvelous future in the Navy. Mark Purcell has amazed me m how fast 
he*s picked up and is accomplishing all that he has. My office staff~Nan 
Honey [Navy Captain Nancy, executive officer to the deputy commander, 
USTRANSCOM] and Aixieile Restoff, my secretary— have been with me 
ihe whoìe time. My three aides, G. I. Tuck [Air Force Lieutenant Colonel 
Giovanni L], Mike Hafer [Air Force Lieutenant Colonel Michael W.], and 
now Todd Robbins [Army Lieutenant Colonel Todd C.]. Grcat 
Americans, I don't want to put a bunch of names in the history, because 
then I*m going to forgei people, It's not like I've seen the last of these 
folks, eiihcr. Fm not going anywhere, in that I'm not moving far, Seven 
miles up the road. 

Dr. S mith : I understan d . 

Gert Hughey: They are great Americans. who make ihis thing work day in and day out, 

twenty-four hours a day, seven days a week, 365 days a year. You 
became very aware of the people down there at midnight in the J3, in the 
command center, working thcir tails off. You don't remember their 
names, and sometimes you donH remember their faces, bui certainly the 
job ihey did you'll remember. I have to tell you, to end up here at the end 

MG Johnsun rgplaced MG Fair as ihe USTRMSCOM Chief of Staff in November 2005, 
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Dr, STTiith; 

Gen Hughey: 
Dr. Smith: 

Gen Hughey: 



Dr. Smith: 



Gen Hughey: 



of my career, there's just nothing better than this. This is the apex of 
logistics Ìn the Department of Defense. Tvc bcen a logistician my whole 
career, Other than General Hatidy^s job, this is a job I wanted more than 
anything else. Tm very content with what we've accomplished, and it's a 
great place to end my career. 

Thai ^nswered my next question, which was give me a heartfelt 
assessmcnt of this assignment. 

Yes, well, you got it. [Laughter] 

Speaking of Genera] Dail, do you have any advice for him as he comes 
inio ihe job as deptity commander? 

Ko. Sob just needs to continue being Bob Dail. and he'll do that. He 
brìngs a wealth of experiise and a marvelous rcputation among all the 
Services. Hc's going to bc able to accomphsfi greai things. 

There's nothing ihat you thìnk he needs lo know as a deputy commander 
that you might be able to pass on to him, a lesson lcamcd? 

The sealift guys are great guys, That's the only ihing ihat he's probably 
not as familiar with as I am at this point, working with EWG and ali the 
things that they can accomplish. 

Future Flans 



Dr. Smith: 



Gen Hughey: 



You mentioned you aren't moving very far away, What are your plans for 
the future? 

We bought some property over near Troy, Illinois, between here and Troy, 
We're looking foru^ard to buildìng a house out there and gomg to work in 
Ihe St. Louis metmpolitan area somewhere. Other than that I don't have 
anything I can talk about. P^aughter] 
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ìmportance of FamUies 



Dr. Smith: Is thene anythÌTig that we didn't get around to dìscussing, any questions 

you wished I had asked^ or an)ihing else that you*d like to add? 

Gen Hughey: One of the things that we didn't talk about was the familics. There was 

trcmendous amount of sacrifìce made. We brought in a lot of reservists 
who were separaied from their families. That*s a contribution, There are 
a lot famiUes right around herc who didn't see their husbands or wives for 
e\tended periods of time, Paitly it wa& because they wcre working shifts, 
or because they were travehng a ìot. And partly it was because we 
deployed many people to Kuwait and Iraq. I want to reach out and tell the 
families how much of a diffcrcnce theyVe made, and how rauch their 
sacrifìces have meanl to this command and this natìon. 

Certainly my wife and best friend Heidi is deserving of more thanks than 
my words will everv adequately express. She has shared my concems for 
families and ihroughouE my career has ensured that they have not been 
forgotten or iheir needs ignored, She has been a sirong family advocate 
and instrumentaì in all that the "Hughey Team" has accomplished for our 
Service families. Whether we wcre working to obtain WlC [Women, 
Infants, and Children (WIC) Program]*' benefìts for our families overseas 
or rcpresenting Service family interests to DACOWITS [Defense 
Depanment Advisory Committee on Women in thc Services], her efforts 
have been tireless and consisicntly successfuL And, her personal support 
of me has been unwavering, I can't imagine what I would have done 



WiC is a federiilly fundcd protiram that provides healthy supplemental foods and niJtrition counselin^ for low 
income pregnarit women. new moLhcrji^ infunts. and chìldren under age five. 

^^Esrablished in 1951 by ihen &ecrciary of Dcfenie Georne C Marshall, DACOWITS is composed of civilian 
women and men who are appiiinted by ihc S4:i:ne.taTy of Defense to provjde advice and recommendations on matters 
and pnlicies relattna to ihe recnjitmcriL tind rctcntitìn, treatment, employment, integration. and well-being of highly 
quahfied professional uomen in the Armed Fortcs. In addition, bcginning in 2002. the Commitfee provides advice 
and recoitimtndation on famil)' issues related lo recruitmcnt and retention of a highly qnalified professional military. 
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without her. My tour at TRANSCOM would certainly not have been 
much funl 

Dr. Smith: Thank you, sir. 
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BiQgraphy 



Lieutenant Gencral Gary H. Hughey was deputy conimander, United States Transportation 
CoTTunand (USTRANSCOM), ScoiL Atr Force Base, IlHnois. He retined effeciive 31 Decennber 
2004. 

The general was commissioned a second lieutenant in 1970, and attended Basic School in 
Quantico, Virginia, whcre he was designated a supply officer. He has held severai positions as 
commander and in joint assignmenis. Prior to his assignmeni at USTRANSCOM, ihe general 
was deputy commandcr, Headquarters US Forces, Japan. 

EDUCATION: 

196S Marine Corps Platoon Leaders Class 

1970 Bachelor of science in accounting, California State University, Chico^ Califomia 

1977 MBA in management, Bryant Coilege, Smithficld, Rhode Island 

1978 Amphibious Warfitre School, Quantico. Virginia 

1988 College of Naval Warfare, Naval War College, Newpon, Rhode Isiand 

ASSTGNMENTS: 

1. October 1970-February 1972, supply officer, Marine Wing Comniunications Squadron 28, 
2nd Marinc Aircraft Wmg, Marine Corps Air Station Chcrry Point, North Carolina, 

2. March 1972-March 1974, supply officer, Supply Battalion, 3d Force Service Regiment, 
Okinawa, Japan. 

3. April 1974-August 1977, logìsiics officer, Marine Barracks, Newport, Rhode Island. 

4. September 1977 -July I97S, siudent, Amphibious Warfare School, Quantico, Virginia. 

5. August 1978-July 1979, supply officer, Headquarters Company, 111 Maiine Amphibious 
Force. Okinawa, Japan. 

6. August 1979-JuIy 1982, logistics syslems analyst, Hcadquarters Marine Corps, 
Washington, DC. 

7. August 19S2-July 1984, company commander, Ist Landing Suppon Battalion. Camp 
Pendleton, California. 

S, July 19S4-Augusl 1986, execuiive officer, then commanding officer, Marine Amphibious 
Unit, Scr\'ice Support Group 1 1 , Camp Pendleton, Califomia. 

9. August 1986-June I9S7, head, Semi-Perishable Subsisient Branch, Defense Personnel 
Support Cenicr, Philadelphia, Pennsylvanìa. 

10. July 1987-May I9S8, student, Naval War CoIIege, Newpori, Rhode Island. 

11. June I9S8-August 1991, Head, Material Division. Marine Corps Logistic Base, Albany, 
Georgia. 

12. Augus^t 1991-Decembef 1992, assistant chief of siaff, G-4, Ist Marine Expedilionary 
Brigade, Kaneohe, Hawaii. 

13. December 1992-July 1994, commander, Brigade Scrvice Support Group-I, Kaneohe, 
Haw ai i , 

14. July 1994-May 1995, asststant chief of staff, G-4, Headquaners Marine Forces Pacifìc, 
Camp H, M, Smith, Hawaii. 
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15. May 1995 Juiy 1997, direcior, Logistics Plans and Operations, Headquarters Allied Forces 
Soulhem Region, Naples, Italy. 

16. August 1997-August 199S> commanding generaL 3d Forcc Sen ice Support Group, Camp 
Kinser, Okinawa, Japan. 

17. August 199S-July 2000. commanding general, Marine Corps Base, Camp Smedley D. 
Butler, Okinawa, Japan; deputy comniander, Marine Corps Bases, Japan; and deputy 
commander, Marinc Forces, Japan. 

18. July 2000-Augusi 2002, dcputy commander, Headquarters US Forces, Japan, 

19. AugQst 2002-Xovember 2004, deputy commander, United States Transportation 
Command, Scott Air Force Base, lUinois. 



MAJQR AWARDS AND DHCQRATIOXS: 

Defense Distinguished Service Medal with star 
Defense Superior Serv^ce Medal 
Legìon of Merii 

Defense Meritorious Serviee Medal 
Meritorious Sen ice Medal with star 
Navy Commendation Medal 
Navy Achievement Medal with star 
Combat Action Ribbon 

EFFECTIVE DATES OF PROMOTTQN: 



Second Lieatenant 
First Lieutenant 
Capiain 
Major 

Lieutenani Colonel 
Colonel 

Brigadier General 
Major General 
Lieutenant General 



1 January 1970 
1 April 1971 
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I July 1980 
1 September 1986 
1 Apnl 1992 
20 May 1997 
I September 2001 
1 November 2002 
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